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ABSTRACT

This is a study of the impact of company programs to employ disadvantaged
and minority people on the organization itself. It examines the ways in
which organizational processes, organizational relationships, and employee
attitudes were affected by different aspects of program implementation.
Understanding of these factors should enable key personnel in an organization
to anticipate and understand the problems and benefits that are likely to
arise when they make concerted efforts to open new opportunities to a
group of high visibility who differ in certain ways from traditional
employees, The report describes management and employee forces which
initiated and influenced the development of the programs; the nature of their
implementation and development; the consequences of events which occurred;
and changes in attitudes of company personnel. Recommendations for development
and management of such programs are also presented.

The study is based upon the observations of the investigators and upon
interviews and questionnaire data obtained from the management and employees
of two types of business: a service and a manufacturing organization.
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PREFACE

The opportunity to undertake a study of how companies are affected
by bringing in more disadvantaged, that is, blacks and other minorities
was seen by us as fitting the contours of our personal and professional
interests, counterbalancing other studies which focused on disadvantaged
persons, and contributing to understanding how plenned change unfolds.

The job sector of American society is now accepting the challenge
of making more and better jobs available for minorities and disadvantaged.
In shouldering this responsibility, there has been both an eagerness and
a timidity in finding the forms and procedurez for moving shead. And,
from the sponsors of such programs, there has been a search for concrete
reasons why industry and commerce should undertake the task as well as
inquiry about the consequences to be mansged and the organizational
benefits.

The present study is an attempt to describe how hiring, retention,
and promotion of disadvantaged persons is affected by the patterns of
the organization, and how changes of these patterns are brought about.
In undertaking the study it was immediately recognized that descriptive
case studies, that is a more intensive investigation of a few companies,
would be more helpful for understanding the processes than mass or
statistical studies of many companies. The objective of this study, then,
is to plumb and investigate. It is to derive and create frameworks for
furthering the employment and retention of people by raising some suggestions
and recommendations., and to create hypotheses for systematic verification
in later studies of a larger number and more veried groups of companies.

sl
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Interviews were conducted with individuals and groups supplemented
by a questionnaire administered to both interviewees and to other personnel.
The companies studied were selected on several criteria. First, they had
a vigorous set of activities and programs for hiring and promoting.
Second, there was personal commitment of the top executive to these
programs. Third, there was an active group of specialists working to
facilitate organizational change and personnel training in the company.
Fourth, the company was sufficiently large to assure a complex organization
for study. An operational factor that affects our conclusions is, of
course, the fact of the company's willingness to be studied which indicated
an organizational stance towards openness of communication.

The degree of precise delineation of focus is affected by these
objectives. There is an inherent sprawliness in both the report form
and in the observations themselves. Orgenizing these ideas more concisely
would have meant the loss of context and nuances. This we were not willing
to do.

A word about the staff of the study. Robert Chin, Professor of
( Psychology, Boston University, was the Project Director. L. Irving Pollitt
\ of Pollitt-Alban, Consultant, worked on direct investigation of the
service company. Herschel N. Hadley, Research Associate, worked on
coordinating project activities with special attention to the manufacturing
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b company. Other personnel contributing to the study were: Yoichi Satow,
Joanne Aarons, Clarice Sackett, and the interviewers -- Irvin Robinson,
John Carrington, Robert Jacobs, Paul Campanis, John Tabor, Constance
Williems, Curtis White, James Howard, John Armstrong, Walter Isaacs,
Verna Brookins, and Arakel Almasian.

The pleasure of working with lismison people from the companies studied
made the study s satisfying mutual exploration. From the very beginning
people from the companies were collaborative and participative. We met
with candor and honesty which was most rewarding and fruitful.




IMPLICATIONS AND CONCLUSIONS

Below are brief summaries of the implications and our conclusions. The
number following each item indicates the section in which it is discussed
more fully.

Persons who manage the activities of hiring, retaining, and promoting
disadvantaged and minority personnel need to operate out of a broad
conceptual framework that sees individual and group behavior in terms
of organizational processes rather than being restricted to narrow
problems of manpower supply. (Part I, Section 1.0)

Persons responsible for meaningful manpower development programs
should utilize methods of applied behavioral science to help companies
assess their readiness to undertake such programs. (Part I, Section 1.1)

Management's awareness of, commitment to, and skill in achieving a
healthy balance of '"people development'" in production tasks is crucial
to the success of manpower programs. (Part I, Section 1.2)

Managers should recognize the three stages of a manpower program:
releasing and initiating action, developing methods to facilitate
adjustment to new conditions, and establishing new organizational
norms and practices. (Part I, Section 1.3)

Strong, unequivocal leadership is required which at the same time
encourages line management responsibility for and ownership of the
programs. (Part I, Section 1.4)

Strong efforts must be made to develop values and attitudes which
favor direct social action by industry including selection and education
of personnel. (Part I, Section 1.5)

Persons responsible for planning and implementing manpower programs
must realize that "success'" of such programs requires a time span _
measured in years not weeks or months. (Part I, Section 1.6) &

Planning and implementation of manpower programs should encourage 3
changes in communication patterns which provide for: a) communication E
among disadvantaged and minority employees, b) communication between
groups of disadvantaged and minorities and with other groups both formal
and informal, c¢) "shunting" channels to expedite and enlarge communication,
and d) coping with resistance to new communication patterns. '
(Part I, Section 1.7)

Information systems and monitoring procedures should be established
to encourage self management by persons responsible toward achievement
of their specific manpower goals. (Part I, Section 1.8)
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Personal commitment to the values and goals of the programs by middle
and lower management is essential. (Part I, Section 1.9)

Supervisory level employees need more training and assistance in
order to understand the goals of the program, to develop ways to
cope with new situations, and to get clear messages on criteria by
which their achievement will be judged. (Part I, Section 1.10)

Training for supervisors which increases their skills in understanding
and managing people and organizational issues probably is more productive
than intensive personal encounter or confrontation training. (Part I,
Section 1.11)

All groups or organizations of influence with a stake in the programs
should be early and constant partners in the planning and management
of such programs. (Part I, Section 1.12)

The values of the organization, as perceived by employees and management,
must be consistent with goals of the special programs. (Part I, Section 1.13)

Programs must provide for continued development of new employees beyond
their entry and, for companies with limited advancement potential,

this will require collaborative programs with other companies. (Part I,
Section 1.14)

To provide the necessary involvement, participation, and influence,
informal management systems must be encouraged and strengthened.
(Part I, Section 1.15)

Intercultural workshops, encounter training, and similar kinds of
training can be effective if they are offered on the basis of voluntary
participation and at a time when they respond to employees' needs.
(Part I, Section 1.16)

Dependable information systems which provide data about current
decisions are essential for supervisory effectiveness as well as
aiding others to develop organization identity and role. (Part I,
Section 1.17)

Programs for minority and disadvantaged persons which encourage their
commitment and participation can be an important resource to increase
awareness and initiative for change at all organization levels and generate
processes and practices of benefit to all employees. The scope and limitations
of this study and data upon which conclusions and recommendations are based
are noted on page 1. ' :




Introduction

PART I: OVERVIEW

The findings of this study are derived from the observations
and judgements of the research staff, from interviews of persons
in the organizations studied, and from quantitative data obtained
from the questionnaires. In order to cast these into statements
that have useful implications for the management of activities
and programs for hiring and retaining disadvantaged, especially
blacks, we have stated these findings as categorically as
warranted, and, at times, beyond the data, in order to sharpen
the implications of our suggestions and recommendations.

Recommendations for policy differ from recommendations for
practices. 1In the former, broad principles are the mode of
policy thinking, generalizing beyond the individual cases and
factors. In the recommendations for practices there are many
conditional circumstances which restrict generalization. For
specific action each practitioner has to analyze his immediate
circumstances to determine how the recommended practices can
fit the circumstances of his specific case. In keeping with
the approach of this report, the recommendations are guidelines
rather than detailed operational models.

One further caution. Our observations and data come from
perceptions and feelings of persons in the companies studied.
Other measures and data of the "objective'" variety are not
used. An organization is more usefully approached as a set of
organization behaviors (activities, feelings, perceptions, :
attitudes, and values of individuals as well as organizational '
positions, roles and personalities of individuals). Therefore,
we do not think the lack of objective indices lessens the g
validity of our findings and recommendations for managers. 5

It may be useful to say a few words about the arrangement
of this report. Part I: Overview is present on the level of
generality appropriate for conclusions and recommendations.
The identification of significant processes, conclusions, and
recommendations rests upon the authors' judgements of the |
meanings of the data. Part II: The Study presents actual @
data as realistically as possible. This data is organized E
as Case Histories which focus on various issues that occurred.
The conceptual framework of the study and some quantitative data
on changes and attitudes toward change are also presented in
Part II. The Appendices contain tabulations and analyses of
quantitative data from the questionnaires and discussion of
methodology of the study.

Thus, each part of the study represents a different level
of generality or viewpoint. This provides the reader the latitude
to consider each part independently. At the same time this
independence has led to a certain amount of repetition in order
to enable this choice in level of consideration.

9




1.0

Framework:
Manpower vs.
People-
Organization

DISCUSSION OF CONCLUSIONS, RECOMMENDATIONS AND FINDINGS

We see the usefulness, if not the necessity, for managers
of a broad framework for managing activities of hiring,
retaining, and promoting disadvantaged personnel that looks
at individual and group behavior in relation to organizational
processes and dynamics,

Managers and supervisors who approached the issues in
terms of manpower and manpower supply (numerically defined)
were soon enmeshed with problems of persons' behavioral
activities in organizational relationships. Numerical manpower
concepts became bankrupt in personnel activities. There are
many reasons for this.

There are unique factors in hiring and retaining
disadvantaged, especially blacks. These factors are:
of race and color; social attitudes toward racial issues
in society; and the very fact of designing and designating
special programs and activities for such people.

In addition, blacks act and react with counter-activity,
forming special interest groups, for example. They press
for fulfillment of the company's social commitment to them.
In turn, reaction of employees and managers towards these new
activities, sharpened by the rapidity of the change, also
contribute to the dynamics. These dynamics are understandable
and manageable only within a conceptual framework which goes
beyond that of numerical manpower. Managers who comprehend
this difference in viewpoint stand a better chance of coping
with the issues arising from these activities and programs.

Supervisors who maintain a numerical manpower orientation
expect the entry training program to create "just another
employee", and are bewildéred by the activities that occur.
Higher levels of management seem aware of the need for new
frameworks. The top executive is often the most acutely
aware of this difference. At least, he is more likely to
have a philosophical attitude and approach to employees

10



- which agrees with the broad set of concepts and practices
needed for effective management of activities and programs
for disadvantaged and minority people.

1.1 The federal government and industry should utilize to
the fullest extent possible the methods of applled behayiq:
Company science to help companies assess, before thc fact, the

Readiness CDEdltl@nS relevant to undertake meaningful manpﬂwer development
prcgrams far minaritles snd the dis aivantagéd

"Meaningful manpower develepment programs' includes
but goes beyond entry and job-skill training. To be
'meaningful” in the sense we use the term, program objectives
include developing ways to increase significance, support
and security for human resources throughout the company.

The company proposing to undertake manpower development
programs based on disadvantaged and/or minority persons might
try to demonstrate that its organizational values and processes
satisfy such criteria as: openness to newv attitudes and ideas,
willingness to confront and work with people issues, and

‘fﬁ L = 1 & - - - - N _
| desire to change and improve its use of 21l human resources

T in order to increase efficiency and productivity.

1.2 There needs to be a recognition that orientation of
maﬁagement to the issues Qf reconciling p?aductign tasks
People with "people ﬂevelgpment" is_crucial for the success_of

Orientation thgserp:pgragq

People orientation, in gross contrast to a production
task orientation, seems to distinguish the top executives
and same of the middle level managers as they approached the
issues arising from these programs and activities. Those
managers bound up with rules and procedures did not see
the programs as successful,

. The programs and activities for minorities and disadvantaged
increased an orientation towards people both for those

already so convinced and for those wavering. In some instances
these programs converted task oriented managers into people
oriented managers. Some of these conversions occurred as a
result of sensitivity training experiences while others

occurred from directly working on the issues in day to day
operations in the company.

( Our estimate is that the major gains for companies
participating in the programs is a general increase in

11




1.2

People
Orientation

1.3

Stages of
Change

people orientation, education, emphasis on development of
people as part of company policies for training, counselling,
upgrading, and promotion. These gains are now available for
all employees and managers of the companies.

A minimum or verbal acquiescence at the beginning of
activities seemed to be the root seed from which the
increased orientation towards people grew, as the benefits
available for disadvantaged employees spread to others.
Company personnel saw these changes as great boosts to company
morale and develcpment of loyalty to the company. It was the
deliberate strategy of those in management positions with
responsibility for personnel resources that these programs
and activities would bring just such benefits (as well as
furthering their other progrems and roles).

In planning programs we suggest that managers should
differentiate three stages with different requirements for
management activities organizationally at each stage.

This study confirmed our initial hunch that the management
of organizational issues played an important part in hiring
and retaining the disadvantaged. In the first stage
(initiating, launching and loosening up organizational norms
and ways of acting) there are four conditions. One is the
positive and assertive role of the chief executive in stating
a policy position. There is some dramatic event (riots,
demonstrations, assassination) which shocks, releases,
energizes, and mobilizes the system -~ in brief, structures
the power system. This opportunity is seized by an inside
existing or newly formed group of line and/or staff managers
similarly concerned with larger goals as well as with other
motivations. And there is also ean organizational climate for
learning and change.

The dynamics of this first stage unfreezes, and structures
the energies of the organization, easily overcoming resistance
and restraining factors. The quality of prospective trainees
and new employees is not a factor at this stage.

In the second stage, we find the quanlity and attributes
of the trainees, their job performance, their adjustment,
and assistance provided for adjusting are crucial. There
is also interaction between the trainees or new hires and
other employees as well as organizational issues such as
the quality and kind of communications, the attitudes of
supervisors and of fellow employees. For instance, it is
axiomatic that if counsellors don't keep in touch with
supervisors or fellow employees azre adamant in opposing the
new person, he will not last long.

12 |



1.3

Stages of
Change

1.4

Strategy
Inducing
Change

As this interaction of disadvantaged persons and
groups continues, the process of absorption and integration
into the norms and informal structures of the company and
work units becomes the main issue. It is in this second
stage that major organizational issues and changes can no
longer be avoided. Changes to make company processes more
relevant to new conditions occur. These changes affect
promotion and coherency of personnel policy and the status and
influence of certain organizetional groups. These changes
gffect bath thé disgdvsntaged sné cthers. If these dévelapments

mlﬂarltLFg léave_

Even when successful slterations of organizations
occur, middle and upper groups of the disadvantaged begin the
zig and zag process of upward mobility. They move into other
jobs at much higher grades in other units both inside and outside
the company than are availsble in the initisl unit. In managing
this process, most of the managers in our study were glad
to see this individual achievement while some had reservations
about the competency of the blacks for the new positions they
were jumping to. There was also evidence of shuffling off
persons unable to fit in. The evidence suggests that this
Jumping over grade levels is beginning.

Stabilization and reinforcement of the changes,
characterizing the third stage occurs with the visible
evidence of more black mansgers, and widespread acceptance
of the new educational and training programs (with regular
budget lines) serving groups other than minorities. The
style and role of person concern by supervisors and managers
becomes an accustomed attitude and these are supplemented by
learnings sbout organizstional and management processes from
the experiences of these activities and programs for the
disadvantaged.

We suggest that a vigorous and sssertive push by the
top executive is the ;mpartant step in unfreezing the
orgsnizationsl cqul;ibrlqm, In addition, creating feellngs

of psyﬂh@l&glcal ownership of the activities and prﬁ%rams
by the per ons ins side, hp221ELly L;ne me nagers§ increases

the chancég GF su:ceksi

We found vigorous and unequivocal statements and pushes
in the lsunching of new activities. In one company, the
chief executive chose to follow a strategy of direct pressure
and coercion. The managers were expected to comply with
new sctivities. 1In two geographically separate units within
this company we found two different modes of transleting
this strategy. 1In one, there was a firm and clesr direction
that the norms, values and behaviors in the unit needed
changing with the scope not limited to those activities

13



1.4 ’ directly affecting the disadvantaged. In the other unit
. ‘vithin the same company we found an attempt to force through
Strategy a program in a highly resistant situation based on a deeply
Inducing ingrained pattern of ethnic separation and control over work
Change jobs. The attempts at re-education through use of confrontation
sessions proved unsuccessful. .

In the other company there was also the vigorous
announcement by the tep executive of a social value
broadly stated. These statements were turned into policies
and procedures stated as values and goals rather than rules.
In so deing each high and middle manager, along with whomever
was interested, could operste with self-constructed solutions,
many of them ingeniously improvised. With the development
or evolution of a widespread problem-solving orientation
personal ownership of pieces and parts of the activities
and programs was achieved.

1.5 It is difficult to suggest a recommendation in this
area since the attitude or value system governing one's
Attitude views of appropriate corrective change for a social problem
Toward may be less susceptible to modification. Views on corrective
Change change of social problems and the desired role and responsibility
of industry for these changes may be altered either by education
and value re-orientation or by selection of those who
demonstrate their agreement with these vicws,

'\.{
=

In the scale of positions reflecting seven possible

ways in which action or no action should be undertaken by

. industry (Activity Scale, see Appendix 2), we found a
positive association between the positions taken and the amount
of gains or benefits respondents saw from these programs.
Middle and higher levels of management took a position of
accepting greater responsibility by industry to rectify social
ills, even to the extent of being "unfair' to other employees.
Eight percent preferred "equal representation' as the definition
of what should be done during the present decade. It is
noteworthy that only eight people out of forty (seven of whom
were from the manufacturing company) were willing to rank as
first preference the item encouraging 'reverse discrimination"
in favor of blacks., Twenty-seven percent of the respondents
accepted no industry responsibility for social change.
They chose items representing "early education" or "hard
work alone" as preferred ways of dealing with the problems.
About twenty percent preferred "special programs in industry"”
for minority groups. Quite obviously, "equal opportunity"”

when translated into action.

14



1.6

Time
Span

1.7

" Communication

Planning programs for minorities and disadvantaged
should include careful assessment of the realistic time
span required to accomplish human and social objectives.

The objective of increasing individual skill levels
can be accomplished by work-training programs with a
duration of, say, six to twelve months. The "success" 7
of such programs would be measured (like literacy programs)
by assessing the overall, scciety-wide benefit of increasing
the level of resources available.

Accomplishment of the larger objective of incorporating
minority and disadvantaged persons ns functioning, contributing
and secure elements in an organization requires a time span
of, say, at least three to four years and probably longer.
Success of such a program would be measured by the extent
to which, in addition to learning new skills, minority and
disadvantaged persons were retained by the organization
and gained influence and participated in the organization's
culture. The changes in organizational patterns and processes
necessary to retain a significant number of these new employees
(changes in seniority procedures, for example), and changes
in performance standards, promotion criteria, and processes
necessary to effect advancement for minority and disadvantaged
persons would require multiple approaches the results of which
would take considerable time to come to fruition. Changing
individual attitudes and behaviors as well as the organizational
norms and practices which permit individual change is accomplished
only by continuous effort for an extended period.

In terms of the federal government, this recommendation
means developing programs (and funding processes) which
provide support over several fiscal years. It also means

requires processes for renewal of commitment as the program
develops. In our bandwagon culture favoring quick reaction
and instant solutions, long term commitment is a difficult
goal to achieve. -

All these factors call for programs that are more flexible,
evolving, and less structured in advance, than is required

further development of +1e organizational culture and of the
individual.

We recommend that managers plan for changes in internsal-
communications which:

a. recognize the necessity for communication of groups
of minority employees among themselves (both hourly
and professional),

1o
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Communicsation

b. acknowledge the utility of a liaison mechanism for
communication between minority and other groups
including those in the formal system,

c¢. foster the possibility of "shunting'" procedures
whereby communications can flow up and down and also
laterally in a mode different from officisl channels
and, at times, more rapidly than with established
procedures, and

d. prepare for resistance by supervisors snd employees
demanding eliminstion of such "shunt" or "by-pass"”

L = o

demanding comparable opportunities.

Development of "shunting" or "by-pass'" mechanisms for
communication requires definition of some limits or guidelines
for the process. Management might consider, as a first stage,
fostering these channels in the informal system, recognizing
their existence and the time needed to develop these channels;
and, at a later point, consider how these channels and groupings
can be integrated into more regular channels, groupings, and ;
roles of the organization.

When the disadvantaged, both entry level people and
professional, are scattered through the company, their isolation
does not allow for effective management of suspicions
through usual chennels of actual or alleged grievances
frequently seen as based on race. Without this management,
these suspicions fester and proliferate. Development of
communication chsennels among blacks allows for sustaining
morale, mutual support, and open examinestion of fairness
and unfairness feelings. 1In addition, the societa. context
of seeing '"brothers and sisters"” get together to help
each other, while it furthers personal ambition and performance ,
is also a strong motivation for incressing effective performance
of all. For exampie, in one of the companies studied, there
was 8 strong group, herein called the Black Group, which took
on respoasibility for "inter-cultural communication" seen
as a w0 way chamnel between management groups and the
disadvantaged workers especislly the new hires. They also
acted as a channel where employees had & place and specific
persons to whom to express their grievance which they felt
would not be understood or dealt with feirly by the regular
procedures available to all employees. This feeling seemed
to arise because their grievances took on & razeial slant as
far as the black employees were concerned. A side benefit
of such a black employee group was that it became a training
ground for able black administrators to gain experience in
company-wide operations, and in handling the resolution of
conflict between task and production needs and requirements

16



1.7

Communication

1.8

Achievement
Feedback
System

of people development. At the same time management gained

a front group who could interpret the company and its decisions
to disadvantaged employ~es. While originally seen as helping
to explain black cultur al behavior to managers, supervisors,
and workers, the Black Group became an active force in reecting
to and proposing various alternative solutions to issues, such
as transfers and layoffs. The ability of the Black Group

to perform its liaison role depended upon an acceptance,
obviously, by supervisors and managers, sometimes based upon
legitimacy given by the Divsion Managers, and sometimes
without such legitimacy or authorization. Its nurturing bed
included individuals in the corporsaste personnel and human
relations division of the company and their counterparts

in each division.

In several instances while our survey was underway,
there were instances of some of the disadvantaged taking
the chief executive at his word, and demanding an audience
for grievance, especisally about promotion. The ensuing
discussions brought about a by-passing of regular communication
channels. 1In fact, while these episodes were more dramatic
examples of by-pass and shunting of communication, we feel that
such shunting and by-pass of regular channels of communication
was one of the primary changes occurring in the company.
Astute top menagers who were aware of this phenomena
were relatively helpless to stop it, but valiantly tried
to keep the by-passed group informed. Middle managers
and supervisors were the ones most hard hit by being cut off
from the communication flow. Overall, however, we judged
that gains in managing these early stages of adjustment by
utilizing these shunt mechanisms of communication were
worth the difficulty and additional stress placed upon
middle levels of the organization.

Seventy-four percent of the service company and sixty
percent of the manufacturing company respondents saw
communications as 'better" in their companies while seven
end ten percent respectively saw communication as '"worse'
as a result of activities and programs in hiring the
disadvantaged. When queried about "talking to higher
management" the percentages are about in the same proportion.
(see Section 5.0).

We recommend establishment of information systems and
procedures which induce self management toward achieving
goals. The information system must give periodic and
recurring data on unit performance in hiring, retaining
and promoting minorities and disadvantaged persons,

Goal accomplishment by the organization requires
information feedback about increases and changes in the

17
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1.8 presence of disadvantaged at various levels and in various
categories., One of the successful mechanisms we found was

Achievement that of creating a periodic personnel computer printout

Feedback that showed personnel figures in terms of race and other

System groups. As each special training program was created, or
in almost all personnel actions, the factor of race and of
other groups was displayed. These printouts went to the
divisional manager and his supervisors, along with the
personel specialists, and other interested groups. The
monitoring of achievement was a primary responsibility of
the line manager. Because the data were available in useable
form, he could look at performance figures on personnel
hiring, upgradings, training, and so forth as part of his
reguiar review of accomplishments.

The fact that these figures were available elsewhere
in the personnel and human relations office, in higher
echelons, in black groups, in other employee groups, and
so f'orth, allowed these groups to bring inequities and
suggested policy changes to the attention of appropriate
persons. The printout provided each manager a means whereby
he could plan a program for bringing in people at various
levels and could specify the kind of person who would fit
into his table of organization as well as being assured of
budgetary support. He could lay out a planned program
over time showing the stages he wished to use in bringing
his division or unit into line with this plan.

Other systems which provide information about trainees
ordinarily go only to the training department, the personnel
office, or the Program Manager of NAB-JOBS, This information,
while it doesn't help the organization participate in planning
change, is of assistance in monitoring overall programs.
However, such systems leave the locus of responsibility for
action uncertain.

While we have no direct data about this point, we
would like to point out that such information systems do
show individual managers and supervisors the scope of the
company wide effort, and thus probably help reduce feelings
of victimization.

Such records are alsoc of use in quelling rumors. 1In

the service company, one supervisor away on sick leave,

came back to a party for his unit where he saw '"lots

and lots of black faces" around the punch bowl. To reassure

himself, he had to scurry around to find the facts, and see :

that other units also had black faces. The heightened visibility

of black faces often gives rise to exaggerated statements
( about the number of minority employees on the payroll, and

in which division or unit.
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It appears that there was a strong possibility in the
manufacturing company that these records of accomplishment
in minority hiring and promotion would become part of the
record of the individual mansger thus affecting his promotion.
However, there gradunlly grew a feeling that the manager's
record in dealing with people in general and his staff was
the appropriate framework of Jjudgement to be used in addition
to his production and cost record. However, the factual
record of the manager in hi- »ng and retaining minorities
does become a matter of pub.ic knowledge.

While many parts of such programs are not easily
reducible to numerical goal statementis, the value of
using such devices should be understood and, where possible,
encouraged,

Persanal commitment to the programs by lower and middle
management 13 essentlal

The "Great Man" can have significant and possibly
eritical influence in creating a climeste for this acceptance
and comitment. However, organizations tend to quietly
organize themselves against the "Great Man." If the programs
become identified as "His" progrsms, in addition to removing
responsibility of other management, energy is spent in
criticizing and resisting the programs, albeit in very
subtle ways. The programs become external obligations forced
upon management in addition to their "regular" jobs.

In the manufacturing company the president performed
an essential leadership role in crystallizing the problem
of helping minorities and disadvantaged persons and making
people realize the necessity to adjust their priorities.
Thus the programs became part of each manager's regular
responsbilities. 1In general, this did not seem to occur
in the service company.

Supervisory levels of the company must be assisted
by training programs, devising ways to provide supervisors
time for work with people and reduced work loads, and
prevld;ng ‘clear messages about the Erlterls on vhich their
achievement of human develapment gaass Wlll be judged

Middle management and supervisors as a whole were not
necessarily more prejudiced than some of the upper levels
of management, although in some instances they were,
Supervisors complained not as often about the value dilemma
and prejudice as about time available and the assistance they
needed to work such programs successfully. Supervisors put

13



s

1.10
Management
and
Supervisory
Assistance

1.11

Supervisory
Training

1.12

Participative
Planning and
Management

- 12a.

time into these activities with no compensatory relief from
other duties. Time was taken in training and supervising the
new person, time was needed for learning about the program,
time was required for additional planning and coordinating
(including receiving supervisory training), and time was
needed when grievance cases arose involving multiple parties.
For those managers and supervisors who sincerely engaged

in these activities with resulting consumption of additional
time, some of their other duties started to be slighted.

At the very lezsgt, there was less time for the supervisor

to be moving arocund his unit keeping in touch with people
and with what was going on.

Among staff people, the equivalent process was going
on. Paying special attention to the disadvantaged persons
and programs meant that less time was available for other
functions. The informal and non-accountable time essential
to keep in touch with the organization was diminished or
lost because of pressure for spending time on the activities .
and programs of the disadvantaged.

Training for supervisors aimed at increased skills
in understanding and management of people as well as
organizational issues is more productive than intensive
special personal encounter or confrontation training.

This is not to deny the values of encounter training
in some situations. Given a certain level of security,
both professional and personal, encounter training can bring
worthwhile results as shown by higher level management's
reaction to encounter training in the service company.

However, the first priority is to prepare the
supervisor and help him gain confidence in his understanding
and increase proficiency in skills which enable him to cope
with immediate problems. As an addition to this, more
specialized training, can then evolve from the supervisor's
identification of his own needs and readiness to try new
methods of coming to grip with those needs.

All groups or organizations of influence with a stake
in the programs should be early and constant partners in
the planning and management of such programs.

Peer pressures can drive almost anyone out of an
organization. In most industriel organizations unions
have a great deal of power to crganize and influence peer
reactions. However, other groupings in the informal
management structure also exercise great influence and
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these should be identified and included.

As the data from the service company indicate, informal
direct action can be effective in getting union support.
It is at the personal level that this involvement and
commitment must be developed not at the negotiating table
at the level of power games guarded by legal eagles and
formal contracts,

The values of the organization as perceived by employees
and management must be consistent with goals of the special
programs.

An Qrganlzatlcn whcse @nly values sre,m@netary

Qf humsn resaurce@ W1ll nécesgarlly explalt Such prcgrams
for these “purposes. Even though the organization is
sincerely concerned about human resources, management
behavior in pursuing these goals may deny this concern.

The means can deny the ends.

The harsh firing of management personnel in Unit B
of the service company created great tension and anxiety
for both blacks and whites even though many persons could
agree with management judgements on individuals who were
fired, It was an example where the process used denied the
values desired, 'The result for many was destruction of
trust and several valued employees left the organization.

Industries with a preponderance of low skill jobs do
not have resources sdequate by themselves, to carry out
meanlngful prcgrams for minorities and disadvantsged personnel.
Programs in companies with a preponderance of low skill
Jabsg therefcreg should include collaboration wlthﬁgther
companies vhich have jobs of higher level into which
persons Qf mlnarlty _groups and the dlsadvantaged ean

rogress.

Programs for minorities and disadvantaged are not
adequate 1f they encompass only the question of entry.
The future career advancement of individuals must be a part
of the programs. A program is not adequate if it ends
with a philosophy of "sink or swim.”" Trainees will quickly
feel trapred and betrayed.

The service campany by its very job structure had

a preponderance of low skill jobs. Therefore, there
was a built in end to the program. The manufacturing
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company has a much wider scope for advancement of minority
and disadvantaged persons. The problems of the manufacturing
company lie in developing ways to make these opportunities

to advancement available to employees brought in by the
programs.

These programs should encourage development of groupings

of minority and disadvantaged personnel which offer them the
support, encouragement, and influence necessary to have an
effect on decisions affecting them. S |

Significance, support, and security are key needs for
all persons and particularly for minority and disadvantaged
persons who tend to lack all three. Therefore, companies
participating in these programs should be prepared to
actively encourage as part of their informal management
structure, groups of these new elements which can focus on
and reflect their needs. To be effective such groupings
must have a piece of the action and not end up serving only
as wailing walls with no connections within the management
system.

The Black Group in the manufacturing company is an
example of the effectiveness of such groupings.

Intercultural workshops, encounter training and similar
kinds of training can be effective if they are offered on
a voluntary basis at a time when they meet employees needs
without foreing people into situations for which they are
not ready.

This adds to recommendation 2.12, The consensus in
the manufacturing company was thest inter-cultural
workshops on a voluntary basis had been of value to
participants. Concrete evidence of their value came from
a marked expansion of this part of the program in response
to employees' demands.

Supervisors particularly need reguler information
systems which feed back to them valid data about current
decisions made in specific situations. This information

should be designed to make clear the issues, the parties
involved, and the decision processes used.

This information feedback is in addition to, not in
place of, informaticn obtained through personal, informal
sources. It supplements and does not replace the information

=
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function of the informal management system. An illustration
is the file of precedents distributed within the manufacturing
company. This discussed each case ''grieved" in order to

make clear the issues, the persons and groups involved, and
the decision process.

a supervisor needs as clear a picture as possible of his
organizational identity. To construct this he needs
valid data about ongoing organizational processes and
shifting forces of influence.

For his needs of immediate action a large part of a
supervisor's data for decision must come through direct
personal contact. To meet his needs for organizational
understanding within which his actions make sense, this
direct personal data should be supplemented by official,
regularly distributed descriptions of specific situations
and processes. These illustrate the issues and meaning
of company norms and policies and they way these are changing.

Such information systems are seen as essential for
supervisory effectiveness, and they provide similar
help in identity and role definition for other persons and
thus for the organization as a whole,

RESEARCH AND DEVELOPMENT WORKSHOP :
A RECOMMENDED METHODOLOGY

We believe an integrated series of research and development
workshops can be an effective means to achieve the management
commitment, understanding, and operational skills which are
critical to the success of programs for employing minorities and
disadvantaged persons. The goals of such an approach would be
increased understanding of organizational processes, fuller
awareness of alternatives, greater appreciation of the com-
plexities of interrelationships that make up the total system,
and increased ability to use behavioral science insights in
the development, implementation, and management of programs.

The workshops would have five phases. The scope of each
phase broadens to include more elements within each company.
The objective of the first phase is to identify company conditions
essential for success of manpower programs and the changes
needed to meet these conditions. The second phase moves to
developing specific approaches and managerial skills needed
to make the changes productive for the company. The purpose
is to develop skills in use of concepts and techniques by
which managers can diagnose their own situations. The third
phase consists of planning for implementation of programs and
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2.0 organizational change. The emphases should be on creating
psychological ownership of the programs at different organizational
Objectives levels. The fourth phase is the management of program activities.
and The fifth phase provides continuing support by sharing training
Phases services among companies and use of outside consultants until
companies' commitment to manpcwer programs and their skill in
managing them has made them self sufficient. The purpose of
the fifth phase is to help companies sustain and renew program
activities as well as to incorporate different viewpoints and
approaches.

In considering this workshop, four elements have been
selected for discussion: DParticipation, Methodology, Content,
Timing, and Resources. '

2.1 The first and second phases consist of a work group of
twenty managers: top, middle, and specialists. These probably
Participation should be drawn from at least three different companies but
within the same type of industry to facilitate sharing ideas
and practices. Participants in the third and fourth phases
would include all levels of the company and represent all persons
who would be affected by program for minorities’ and the dis-
advantaged. The fifth phase moves to use of consultants
working with various levels and particular aspects of the
programs as required.

-
.

2.2 The general approach is one of participative research
and development applied to organizational and interpersonal

Methodology processes at all levels. During the first phase attention would
focus on learnings, from research studies and individual
experiences, which provide criteria for assessing and maximizing
gains in organizational health desired. Participants would
increase their awareness of alternative organizational patterns
and behaviors as well as their costs and benefits. The second
phase would use learning technologies which utilize direct,
first-hand experience of participants. These would make
explicit the values, assumptions, and concerns of individual

issues.

The design of the third and fourth phases would include
appropriate mechanisms for such processes as experimentation,
feedback of results, confrontation, cooperative problem-solving,
and conceptualization. Similar methodologies would be used
during the fifth phase,

<



2.3 The content of the first phase would include such topics
as development of company networks for managing support systems,
Content analysis of interacting forces within a company, and ways to
evaluate results and guide management decision and action which
will maximize benefits. The second phase would carry these
topics further in terms of specific application to individual
situations. The content should not be devoted solely to entry
level job programs. Identification of behaviors and consequences
arising out of organizational processes would be a primary
focus. Primary attention must be paid to at least three unique
aspects:’
New communication groupings and patterns with requirements
for their support and management;

Fluctuating shifts of power going beyond established status
and role positions;

Techniques for making conflict productive including
clarification of dynamics of consensus, conflict of interests,
and advocacy-adversary processes.

The third and fourth phases - planning and implementation -

{J should include at least five components. First, the supervisory
program should focus on developing skills in understanding and
management of people, the changing relationship of supervisors
to managers, ways in which supervisory performance is judged,
ways to provide support for supervisors' increased duties, and
skills in working with informal management systems. The second
important component is company information systems and procedures.
The focus is on developing information systems and procedures
which will accomplish two things. First, they will provide
information on achievement of human manpower goals in a way that
enables and encourages their achievement. Second, they will
provide information about current decisions and action which
enables the supervisor to identify his changing role and
responsibilities.

A third component of content is ways to provide for increasing
the spread of activities originated for minority and disadvantaged
personnel so that all employees are able to participate and

) " benefit. An essential fourth component is a special program
conducted by blacks for other blacks. Encouraging blacks to
evolve strategies by supporting increased communication among
them will, in the long run, be a stabilizing force. The fifth
component is funding and administrative procedures which can
be used to support special interest groups within the organization
such as groups of minority personnel,.
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Phase Two would probably be most effective after a lapse
of time during which participants could test and integrate their
learnings from the first phase. From the second phase, companies
could move directly to the third and fourth phases which overlap
and to some extent operate in parallel with each other. The
fifth phase, use of consultants on specific situations, would
supplement the third and fourth phases as required. It is
important to realize that this workshop program is a long-term
growth program or framework rather than a static, fixed, or
short run affair.

Both human and material resources are required. In addition
to funding and physical accomodations various program materials
are required such as guides, simulation exercises, manuals, etc.

The human resources needed are mainly trainer-consultants
experienced in organizational diagnosis, facilitating organizational
change, and in designing and conducting experiential learning.
These resources are available although some reorientation may be
required to deal with the unique problems of minorities and the
disadvantaged. Sharing resources among companies is desirable,
and development of consultant-trainer skills within companies
is an objective of the workshops. Different types of consultants,
including behavioral scientists, would be used during different
phases. Selection of the consultants would depend upon emphases
appropriate to activities during a particular phase.

=

PART II: THE STUD

<

FRAMEWORK OF STUD

In this section we shall present our purposes, and
methods of study and some brief definitions. This is followed
by a discussion of the contexts for this study, the ideas which
gave us a frame of reference. This includes our ideas on the
ways complex organizations are beginning to move and issues
of change in organizational processes which arise from this
movement. These include the issues of '"racism'" and "institutional
racism'', These broad movements and issues provide a context or
envelope within which the problems and issues of hiring and
retaining disadvantaged persons are viewed.

The general purpose and goal of this study was to
examine the impact upon the organization of activities to
hire disadvantaged persons., Specific purposes and.objectives
were delineated at the beginning of the study. These purposes
were adjusted and modified as we went along in the pilot stage
of intensive dialogue with persons familiar both with the organizations
and companies studied and the dynamics of programs and activities
to hire and retain blacks. Throughout

<6
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1.1 these discussions, we kept some key objectives in mind.
The goals were to find information relevant to the following

Purposes gquestions:

and

Goals 1. How are such activities initiated and what are the
roles of the chief executive as well as upper,
middle and lower levels of management? What seemed
to be the strategy employed in establishing and
introducing programs into the company? What were
the effects on the organization of these modes of
acting?

2. How do the management processes and activities

act, react and cope with the processes and problems
unleashed? What seem to be the determinants of
behavior and tactics used in dealing with issues?
What personal views of individuals toward social
change are relevant?

3. What changes in organization behavior were experienced
by members of the company? How.did they see these
alterations in company processes? As getting better?
As getting worse?

What organizational management practices were effective
in managing these processes? What invented practices
seem to have relevance for other companies? What
traditional practices can be used?

-t-

These objectives presuppose some sort of program, and
some sort of success in managing the programs.

It is useful and necessary to state some things not
sought after. We did not look for numerical indices of
successful retention, nor the usual indices of sucessful
training of black and disadvantaged employees. We did not
study characteristics of the new employees and their adjustments.
We did not assess situations of out-and-out failures of
programs. We wanted to study organizational behavior and
organizational change.

1.2 We met regularly in planning and analysis sessions
before launching systematic data collection. Key individuals
Methods from the three companies to be studied (later reduced to two)
and met with the project staff to help in analysis and in design.
Procedures The participants in the sessions were familiar with the '
companies, had worked in complex organizations, and had a
. familiarity and experience with the programs. In this way,
( ’ mutual involvement and comprehension were developed for the
project staff and for representatives of the compenies, The

<r



1.2 project staff built an open arrangement so that the companies
were not "just guinea pigs." Modifications were made as more
Methods - valid data were obtained. No alterations were made on the
and basis of political or organizational sensitivity.
Procedures
The interviews were conducted by persons who had a
had lived "inside an organization", and were familiar with
our design and purposes. Half the interviewers were black,
two were black females. The project staff conducted inter-
views as well as coordinating the training and de-briefing
of interviewers. The criteria for selection of people to
interview was set by the project staff; +the local liaison
person in each division and unit made the appointments and
found the interview setting.

1.3 In order to agree on the sort of activities and programs
to be considered, we faced the issue of defining the disad-
Definition of +vantaged in this study. Very briefly, we allowed and
Disadvantaged accepted the definition of meaning given by the company we
and were studying. Overall, it meant black employees primarily,
Programs with some Spanish speaking groups included. The narrower
. definition of disadvantaged would be limited to administrative
{ definitions given by agencies and program groups. These
- definitions usually meant that the target group of new
employees would be restricted to individuals of a limited
socio-economic level, or a limited past history, or a record
of anti-social behavior, prison record, delinquency,
glcoholism, ete.

There were differences between the companies studied

This raised the question of criteria for defining the program.
In looking at the activities of these companies, we saw
four common critieria which defined their activities as
programs despite differences in form. First, there was
deliberate movement toward a goal which was expressed by
words and other behavior. The goal was expressed also
by new structures and systems to facilitate accomplishment
of the goal. Second, there were nev expectations of opportunities
and responsibilities created within the organization and by
the persons entering the organization. Third, there was
extraordinary activity. There was significantly increased
intensity and expansion of regular activities which were
used to facilitate entry and integration of these new employees.
There was also addition of new activities to meet specific
needs of minorities and disadvantaged. Fourth, there was

- officially recognized responsibility for accomplishment of

(, program goals either assigned to a formally separate program

‘ or assigned as a responsibility and accountability of line managers
and recognized as part of their regular responsibilities.
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How should a study of the impact of hiring the
disadvantaged go about formulating the questions to ask?
What overall viewpoints are the useful ones to use in
deriving a frame of reference for these questions? And
what are the practical managerial and organizational
utilities of the guestions, the contexts, and the frame of
reference?

In this section we shall present our thinking related
to these questions. We shall describe in broad scope some
of the ideas that came to us as we proceeded to formulate
and conduct the study. The notions we started off with were
tested and modified both formally and informally with the
advisory committee of the participating companies and with
other observers and organizational analysts both in management,
in management training, and, more directly, with specialists
in organizational change and development.

The first overall viewpoint distills our observations of
managements' concerns and reasons in undertaking a set of
activities and programs in hiring disadvantaged. (3.4.1).

The second expresses our judgements of long range organizational
trends in contemporary society. (3.4.2). The third major

frame of reference and perspective arises from realization

of the poignant necessity for confronting change. - The
necessity becomes ever more urgent to create, use, and

evaluate processes and technologies of planned change in
organizing and conducting the internal affairs of organizations
as they work with new situations and respond to changes in

their enviromment. (3.L4.3).

As companies elect to venture into activities and
programs for hiring the disadvantaged, for undertaking their
training and retention, there are a set of statements often
given as "reasons'", and some not often given but which
operate in fact. :

The most frequently offered reason is that hiring the
disadvantaged and minorities is good for htusiness overall.

prosper. Thus, a company enlarges its economic market

directly and indirectly by making more income available to
individuals who have not participated in the mainstream of

the economy. This philosophy is not unique and restricted

to pregrams of hiring, training and retaining the disadvantaged.
It is a broad and far-sighted statement cof self interest;

a company 1is seen as one determinant within a large and
complicated variety of forces operating in the general

economy.
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1.4.1.1 Such philosophical moods do not translate into

effective concern and commitment in and of themselves,
Business Other concerns and motivations must be present also before
Reasons the company takes a policy position.

1.4.1.2 The second most often expressed concern is that

there is a shortage of manpower, especially for certain
Manpower entry level jobs. The company needs to develop a reservoir
Reasons of manpower for these jobs. Companies justify their partici-
pation in hiring and training programs by their needs for
scarce workers. Companies find it convenient to undertake
a set of activities with goals sometimes couched in terms of
social values, and sometimes couched purely in terms of self
interest. They have images of large pools of skilled and/
or trainable individuals who have been held back or are not
readily available because of '"diserimination." Either
discrimination against individuals who are black or because
the individuals have a social record which makes them either
ineligible or not avaiable through usual employment practices.

1.4.1.3 The third concern is a reaction to immediate crisis and
P turmoil. Sheer physical survival of the plant, its capital
i Crisis investment, and its facilities necessitates some set of
Reasons responses to defuze the dynamite. Riots and civil disorders
trigger this fear.

As these survival concerns come to the surface, they
are accompanied by a sense of responsibility to the ideology
of free enterprise and the capitalist system. It is contended
that people need a stake in the economy if they are not to
blow up the system. Therefore, companies have a stake in
preserving the system by making jobs available and getting
stakeless individuals into jobs by whatever means are
availeble. There is a sense of moral responsibility not
Jjust to the individual but also to the economic system as a
whole as well as to the local community in which the company
is located. Related to this sense of responsibility is the
relief of guilt for social degradation of blacks and other
disadvantaged. There are justifications for "holding
together the social fabric," for patching over the seemingly
widening gulf between the haves and the have nots in society.

1.4.1.4 Fourth, and not to be minimized, is the pride in
"American business know-how", in ability to tackle a

Know-how problem and find workable solutions. American industry

Reasons has demonstrated competence, using scientifiec and practical
knowledge, in solving problems beyond the dreamed-of
capacity of any social organizations ever invented by man.
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Therefore, there is a strong feeling that if and when industry
applies its individual and collective minds and muscle to

any problem, solutions will be found. A form of chutzpah
energizes and motivates companies to undertake a task at

which other segments of society have failed. Underlying

this feeling is the optimism that '"problems" can be solved
given money, energy, and known management technology. It
might be recalled that major industries were simultaneously
undertaking projects under contract to provide management
services to youth corps, housing, training programs, educational
innovations, and so forth. More directly, industry, with
varying degrees of conviction, always felt it knew how to
train workers. This self confidence plays a part in its
willingness to undertake training programs for those not
usually deemed employable.

A pivotal factor is the role of the federal government
in not only demanding compliance with civil rights regulations
by those who do business with the government, but in also
offering guidelines and money for programs for hard core
unemployed. The ability to undertake programs with financial
sinews provided by the government gave an immediate justification
for undertaking such activities and programs. This was
reinforced by the fact that these government supports came
with the close cooperation, indeed under sponsorship,
guidelines, and controls, of business itself. This support
for building parts of the total flow of manpower systems,
i.e, pre-selection, counseling, referrals, and minimum
basic skill training, etc., made the task more feasible.

Another concern of management is with the nebulous factor
called "image." 1Image seems to depend not only on how
external groups view the company, but also includes how
employees see the company. In preliminary investigations,
the company's image in undertaking these programs was a
matter of pride and an anchor of "this is a good company".
Executives find that the company's image as an organization
which takes larger sociael issues into consideration is
useful in recruiting professionel and management talent.
Young people are increasingly ingquiring how much and how
sincerely the company engages in work on social problems,

Studies of organizational behavior and organizational
response to growth and change have noted several trends.
These trends have played a significant part in how companies
have decided to undertake activities and programs, and in
how they have responded when programs are undervay.
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The first noticeable trend is for companies to become
organizations with multiple goals. Both the mythology and
reality of the economic profit motive as the sole basis of
company action have given way to acknowledging more complex
sets of goals and alternating priorities of goals. The
sacred trust to stockholders, the capital invested expressed
as profit, have been blended with other goals. These are
sometimes held as values in and of themselves, but are
more frecuently seen ss instruments in the pursuit of profits.

(me such priority statement by a major company, as an
example is as follows:

"The company aims to be a successful business which
lives out its concern for the dignity and worth of
its members as it pursues profits. To accomplish
this, the company will attempt to operate in
such a way as to:
accept people as they are;
expect responsible behavior;
support individual and personal growth;
assist individuals to develop their competencies;
enlarge the opportunity for impact of each
individual in the company in every practical way;
bend every effort to resolve conflicts through
discussions and fair judgement, minimizing
arbitrary rules and use of authority."

Dignity and worth of the members of the organization is,
according to this statement, placed practically on a par

with pursuit of profits. 1In spelling out what the general
statement means, there are specific statements describing
preferred approaches to people in the company. These statements
reflect increased concern with a new view of man in organizations.
He is no longer a mechanical cog in a bureaucratic, rule-

ridden orgenization. Instead, he is autonomous and self
actualizing. He has more responsibility, end his fulfillment
of personal values within the company is acknowledged and
supported. After all, managers could not very graciously
restrict these values and conceptions of man to themselves

and manipulate others solely to obtain more profits.

The brosder framework of organizational analysis is the
very concept of profits. Any organization exists to make
profits - to take in materials, use resources, turn out
products, and make a profit (gain) for itself. Profit is
seen as money, satisfactions, stronger power position in
its environment, growth of persons, or any increased gain
of value to the organization as defined by its '"goals".

In this sense, churches exist to make a profit. Social
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1.4.2.2 service and educational organizations are also profit
making organizations. The accounting procedures for

Concept profit and the criterion of profit may differ; but

of profit analysis is applicable in evaluating the working

Profit processes of the organization.

There is growing awareness of the broad concept of
profit in terms of growth of persons. "Our business is
developing people." At the same time, success of a program
tends to be measured in terms of how many of the personnel
trained have been retained by the company. Personnel
who are trained and then get jobs with other companies are
often seen as a loss for the program even though, within
the broad view, they are another criterion of success.

Organizations, =ither the company as a whole or parts
of the total company, when suffused by these multiple goals,
(especially when these goals express a conviction about
increasing the human and humane qualities of the ways of
working), must perforce enmesh with the issues of hiring,
retaining, and maximizing the potential of the disadvantaged.
In the companies studied, such pockets of conviction existed
based upon some of the multiple goals described above.

1.4.2.3 Second, the company has put some human values up :
front. 1In the statement quoted above the company has made ;
Value expliecit a view of man as an individual bounded only by
of his search for meaning (albeit largely intended we suspect
Man for people in management). Such a view of man in organizations
is an inclusive not a restrictive or exclusionary statement.
These value assumptions, obviously, must in some way come
to have meaning as applied to the disadvantaged and the
people who wish to he "accepted as they are".

Scme members of the organization very quickly see the
application of these value systems to disadvantaged persons |
outside the company. There develops an interest, a ground- i
swell for the company to "do something meaningful", and for
each individual to "do something personally." {

Such thrusts to do something become part of the value
system for individuals in a company, and in turn become
ways of looking at and assessing whether the company
"really means" their statements about human dignity and
worth. The member of management is ready to test operational. :
forms expressing these values: "Accepting people as they 3
are, expecting responsible behavior, supporting individuals "
and personal growth, assisting individuals to develop their
competencies, enlarging the opportunity for impact of each
individual in the company in every practical way, resolving
conflicts through open discussions and fair judgements,
minimizing arbitrary rules and use of authority."
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We suggest a simplistic extrapolation of individual
motivation and concern from organizationally stated values.
By this simplistic framework individual members test and
relate to these organizational values,

In one of the participating companies, we found support
for hiring programs based on these sorts of values. 1In
another company, we found increased cynicism in regard to
these values because of the wey in which the programs for
disadvantaged were conducted and mismanaged in their eyes.
Explanations which saw the organizational and individual
behavior as '"racial prejudice" or "racial guilt" oversimplify
the complex reality, and ignore the effect of organizational
values,

In undertaking these programs and activities, companies
are deliberstely engaging in planned change. Working
effectively on "manpower' supply in the area of the disadvantaged
and the social-political context of race and minorities
requires that some people in the company recognize the
potentially far reaching implications arnd effects on company
norms, values and behaviors.

Vision or premonition helps in this complexly changing
world. Far-sipghted executives intuitively grasp that things
can't and won't remain the same, but that turbulent social
environments will impinge on the company. Companies will
have to learn to cope with and manage these inputs. These
inputs of the social world can be dampened out by the company's
internal velues, norms, and ways of working so that little
change will occur. While recognizing the real probability
of the latter, individuals in companies are beginning to look
for ways to manage these processes as preoductively as possible,
And, in some sectors, there is growing recognition that in
helping the organizational system to change, by engaging
in problem solving processes on specific issues, the organization

can_also learn how-to-learn in order to cope with ever changing
circumstances and "ecrises" from the turbulent environment.

In short, some of the properties of a learningful and problem
solving orgenization, are essential for an organization's
future effectiveness. And, even more visionary, is the concept
of a self-renewal function of the orgenization - generating

and working on before the fact the problems it must tackle

for growth, and survival,

and disadventaged, changing the orgenization's values, norms
and ways or working, and in working to fulfill a company's
self-proclaimed ideals of how it deals with people, there is
opportunity to change & company in significant ways. Theorists

34



1.4.3

Organizational
Change

1.4.4

Racism

and
Institutional
Racism

- 27 -

and strategists can well point out this area as the most
challenging opportunity at stake in undertaking activities
and programs for the disadvantaged. It is impossible for
us to conceive of these program aet1v1t1es as not involving

some stlrrlng up of core values of the company, much as_some

would try to miniyi;é’these 1mpllcat1@ns

Racism and institutional racism, while both are rooted
in samp fcrm af individual preiudigé Eﬂd graup discriminatary
An DVEPSimpllflPd gtafement af the add;tlanal unlque features
of racism and institutional racism would be as follows:
"Institutional racism over and beyond prejudice and discrimination
refers to those activities and norms, rules and procedures
which are ostensibly created or evolved as supporting means
for institutional goals but have the consequences, implied
or unforeseen, of serving as barriers to achievement and
attainment by racial minorities." Admittedly, the concept
and term has a rhetoricsl connotation to serve the goal of
advancing racial minorities. The proponents of the concept
have assumed what sociologists call a "functionalistic" view,
that is, behavior serves manifest and latent functions of
purposes aside from the intentions of the act or actor.

The more blatant examples of racism would be: direct
discriminatory barriers; attitudes towards racial groups,
such as stereotypes and misconceptions about individuals of
racial groups (whether favorable or unfavorable stereotypes);
job entrance credentials; selection criteria; the timing and
assumed time periods before upward mobility occurs; seniority
rules; and the built-in assumptions of an institution as to
desired personality types. All these while they may have
a positive value, are patterns that would fit into subtle
yet real forms of institutional racism.

Industrial organizations as well as other institutions
are subjected to charges of institutional racism to the
bewilderment of many in the organization. For example,
attacks against entrance credentials for a job, (such as the
high school diploma for a security guard job, or a college
degree for a supervisor's job) are seen as threats to the
values expressed in the ostensible reason for these requirements,
as well as threats to the institutional structures built *
around these requirements.

There are, then, these complex institutional racisms,
attitudes and values, which influence the ways in which an
organization acts. In order to assess this factor, we focused
on individual views about social actions and programs they
considered legitimate and necessary to undertake in industrial
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organizations. It is in this context, the social action
considered appropriate for industry to undertake, that we
constructed the Activity Scale. This stated action alternatives
which individuals could consider appropriate response to the
issues and problems of the disadvantaged. FEach item of the
Activity Scale was worded to indicate a positive value. These
items are described in Appendix 2.

CASE HISTORY: SERVICE COMPANY

Reporting information obtained for each company conveys
a more complete picture and fuller flavor than trying to
treat topices relevant to more than one company in such a
general manner that the context and setting of a psrticular
company ig lost. Selection of the companies depended upon
a number of criteria described esbove. (see Preface). The
amount of data collected from the companies varied, depending
upon their size and accessibility.

We are trying to report these data in s way that seems
most likely to allow the reader to catch some of the on-going
dynamics in the companies. Date from the interviews snd
observations that did not seem likely to accomplish this
purpose were not included,

The purpose of this study was to investigate changes in
organizationsl activities and processes that occurred as
a result of carrying out activities and programs required to
hire and retain the disadventasged, especially black employees.
As previously stated, we were concerned with investigation and
inquiry, and we do not claim that these findings are sub-
stantiated in a rigorous fashion.

In the service company, three autononmous units were
investigated. These units of the service company were complete,
relatively self-sufficient organizations performing similar
functions, but geographically separated., Five divisions
were studied in the manufacturing company. These divisions
were located in the same geographical area and were inter-
dependent. They were differentiated by performing specialized
functions. The trensportation company is reported on briefly;
they withdrew before the formsl interviews and questionnaires
were administered.

Company X, the service company, as compared with the
manufecturing company, i& highly structured and treditional.
The service compaly does, however, share the charzcteristics
of having a highly charismatic leader and owner - a person who
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employees believe has large vision and leadership ability.

The service company has 8 small central corporate staff
and relatively autonocmous operating units in major cities
around this country and in several foreign countries. A
number of these units have developed world wide renown for
outstanding service to prestigious clients.

An important characteristic of the service company is
that it has a great many low skill jobs and consequently
has 2 long history of employing unskilled, inexperienced,
and unschooled people. Long before NAB-JOBS, the company
employed blacks, Puerto Ricans, semi-literate people and
recent immigrants. So they have had experience with people
who are now labeled minorities and disadvantaged, but they
have developed slso an elaborate, carefully stratified
organizztional society which to the employees seemed natural
and from an outsider's view would seem '"segregated"., The
fact that the industry is hesvily influenced by European -
traditions has reinforced this pattern of ethnic separation.

But minority group members sre, and have been for years,
employed - in particular job categories, and for minority
employees with limitations on opportunity for movement within
a unit or in the company, limitations which were built in
by the zocial system. Apart from the top levels of management,
only specially trasined technicel pecple could move from unit
to unit within the company. This is understandable since
the units ere in separate cities, end the cost of moving
families would be considerable.

The person who was president of the service company at
the time of our study wass a member of the family which fcunded
this corporation and, with seversl of his brothers, owned and
maneged the company. The president had been personally
involved in a2 number of activities aimed at educational
and social change including close association with the human
relations programs of a local university. He was perceived
as a social activist so his vigorous leadership in bringing
the company into partnership with the NAB-JOBS program was
seen as consistent behavior.

It is slso worth noting that a number of senior managers
in the service company had participated in sensitivity training
groups within the company as well as public programs sponsored
by NTL Institute znd related institutions. 1In addition there
were internal and external organizational consultants "helping"
higher management groups develop improved planning, problem
solving, and decision meking skills., All these activities had
been promoted and supported by the president and contributed,
both positively and negatively, tc subsequent results of the
NAB-JOBS program:
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positively by preparing a number of senior meanagers for
the challenges presented by the need to change company
norms of behavior and company structure,

negatively since 21l "programs' have been viewed as
transitory interests of the president which people
think will nct be followed through.

The service company was also in a continuous "close
financial condition. Several nevw market efforts hed required
great amounts of capital investment without satisfactory
results, and the company had been trimming costs for several
years prior to the current general business decline. The
NAB-JOBE program waz seriously aifected by this financial
¢limate.

Wnen the president introduced the program several
yeers &ago, scme managers welcomed it oun moral grounds and
were happy to see their company moving in such a direction.
Other:s cupported the progrem &3 & mesns of relieving the
tight labor market with tlie help of government training funds.
Some resisted it as another temporary flight of the president's
fancy which would "come in with trumpets and flourishes and
steal awsy quietly in the night", while still others quietly
worked to preserve the segregsted status quo.

The president invited key managers of the company from
the corporate group with division vice presidents and general
managers of the larger operating units to live together in
a big city ghetto house during an intensive confrontation
training session with a group of black trainers. One vice

ident cheracterized that experience ss "viclent, but
useful and sppropriate”. Another szid, "It was a conversion
experience for me'. A third senior menager said, "It had
a profound effect - not thot it changed my attitudes, but it
changed my priorities and my time tzble'.

From their reactions during interviews and from secondary
data sources, we found that the first stage training for top
managers described above was generally successful. However,
there was still the perceived difference between "our program'
and "the president's program'.

1 {

The top executive also eppointed a2 special sssistant
as Program Mznager for all activities related to employing
minority ancd disadvantaged persons and community relsations.
There is some evidence thet this shifted the responsibility
for results to the Program Manzger. At least there were
visible no mechanisnms cr procedures which placed eccountability
upon unit managers through reporting and evaluation procedures
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2.1.2 such as the computer tallies on numbers of minorities which
were used in the manufacturing company. At the time of our

Development survey and throughout the subsequent year we were still left

of Programs with the feeling that it was primarily a program of interest
to the president - monitored only by his office. Even that
monitoring decreased in intensity until, with layoffs and
the recessignment of the presidential assistant, the program
-as a visible, ongoing effort - did seem to "steal away
quietly in the night". However, elements of concern and
activitiec initiated by the program continue to work within
the orgenization.

2.1.3 The type of intensive confrontation training which seemed
successful with higher menagement people did not work well

Reacticns with lower and middle management people. Why is not clear.

to Evidence from other organizations suggests that top management

Programs people, with their larger view of the organizastion, & longer
view of the future, and somewhat removed from direct contact
or competitiveness with minority and disadvantaged people are
generally more liberal in their views. 1In any cese, in the
service company almost everyone excepl the very top management
people testified that intensive emotional confrontation
sessions were 2z "dissster".

.
jﬁ What was perceived as effective, however, was a supervisory
skills training program conducted by head office people in )
Unit B. We heard msny testimonials from supervisors who
participasted in that program as well as from their subordinates
and from their superiors. The superviscry training program
had nothing speciiically to do with black-white relations or
the disadvantaged. The program placed heavy emphasis on
supervisory behavior with subordinstes. It is difficult to
predict what results mignt accrue from & similar program in
other units since Unit B also hsd by far the most vigorous
top management snd staff suppert. In cur opinion the supervisory
training progrem influenced grestly the process of changing
styles of management and norms for work rules.

In review, then, some of the factors which seemed to
UNFREEZE the situetion in the service company were:

a. the direct intervention of the president;

b. the black-white encounter training for top management;

¢. sensitivity training and organizational change
progrems with top management and some other higher

management people; and

{; d. & good supervisory skills program for first line
superviscreg and middle management.

39




2.1.4 The black-white encounter training with lower and
middle management definitely had a negative effect. Several

Restraints other factors acted as restraints on the program. One of
these was the European heritage of the industry plus the
significant number of European managers. The Europesan
tradition is founded on a service model of subservience and
strict caste and ethnic control of jobs. This attitude was
reinforced in Unit B by the equally constraining traditions
of the American South. Ancther restraining factor in Unit A
was the extraordinarily powerful clity-wide industry control
by unions. Whether the union was as much a constraint as
the company perceived it was debated by a number of people
in Unit A, in other units, and in the central office. Tt
was suggested that Unit A found it useful not to confront
that situation. We were not able to evaluate this since we
were discouraged from any involvement with the union or the
non-exempt (hourly) members of the staff of Unit A. In
Units B and C we obtained as much or more interview and survey
dsta from hourly as we did {rom salaried personnel. Whatever
the '"fact", severzl key management people in Unit A were
convinced that the union would never agree to have hourly
people interviewed for the study. They were also convinced,
for the same reason, that Unit A would never be able to use
any of the funds available from contractually obligated
training for the purpcse of training first line supervisors.
In short, it was their conviction that the union had resisted
many efforts and programs suggested by the meanagement,
ineluding the NAB-JOBS program.

It was never suggested that such resistance was overt.
The union was said to 'publicly support, but not only never
helped, but obstructed in whatever ways it could". Our
only direct data came from interviews. One was a supervisor
who told how he and the shop steward held a joint meeting
with the employees to obtain their support. The other was a
union steward who talked with grest pride about his personal
efforts to help several of the new trainees to bresk into
his own department, and how he influenced his co-workers.
He was very proud of the success of several trainees in his
group and saddened by the drug crisis which caused the discharge
of another. '

2.1.5 The indications, therefore, were that training of upper
management people helped significantly to create new awareness
Program of human situations and consequently support for this program.
‘Results As you would imsgine, those effects spilled over into many
other dimensicne of the management process. The extreme form
of black-vwhite enccunter tresining was ineffective in the
(ﬁ' lower, more directly competitive levels of supervision. 1In
‘ all unite the unfreezing of norms and attitudes was restrained
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by the ethnically discriminatory practices of the industry
snd/or the geographic area.

Other studies have documented the impact on individual
trainees which resulted from NAB-JOBS, We will not dwell on
those effects in this report. Suffice it to say that we
heard many testimonials which suggested that trainees grew,
learned, &snd, when layoffs csught them or they found other
opportunities, they moved into jobs for which they would never
before have considered themselves candidates. Some failed,
quit, or were fired for inability to do the job or inability
to change their behavior (stealing, fighting, or just plain,
blatant prejudice). We heard one painful story of the healthy,
young blsck man "who just couldn't move fast enough for this
job™. It would have been funny haé it not been such a tragic
exarple of recism. And, finally, some individuals grew and
are still functioning as employees of the company.

During the prccess of learning how to operate the
NAB-JOBS progrom seversl exciting new services were initiated
in esch of the three units. Training, education and counseling
came into being during vthis period and seemed to be well
established permanent functions at the time of our survey
a year or more later. One of the corperate officers said,
"We never unew how to train people before." It might be
useful to take @ brief lock nt the changes which occurred in
each unit since there were some significant differences.

Unit A seemed to have had the most prior experience
with employment of unskilled people at seversl orgenizational
levels. We felt the environment of European ethnicity was
extreme in this unit, but there was a long history of
employment of black and Spanish-speaking people in low-grade
low visibility jobs. There were no blacks in predominantly
Itelian or Greek departments, hovever, and 21l evidence
seemed to indicate that there never had been. The NAB-JOBS
program seemed to have been primarily the creature of the
Personnel Manager of this unit, and this was the unit where
the program seemed to have the least institutional results.
Trainees had been introduced intc 'classes' jrrespective of
real job openings, and often sat around in the personnel office
because no one else seemed able to deel with them. This
caused considerable resentment, and slso resulted in the
labeling of a "NAB trainee" a:s being unfit for regular
employment. The Personnel Manager saw himself, and was seen
by others, as the person who "put & tresinee into a2 job"
or removed the trainee if things didn't go well. In general,
managers did not appesr to have felt responsible, or even
particularly aware of the 5pec1ﬁl efforts. One key executive,
however, Telt Personnel put too much attention on this
program. He said, "Tremendous effort went into NAB, but
the Personnel Maﬁager was too diverted. Personnel shifted
its nttention to the exclusion of other functions'.
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2.1.5 In Unit A we've mentioned above the attitudes about the
union. Top manasgement people here viewed the union as a

Program significant barrier while others, .iower in management, saw

Results the union as having "cooperated well". 1In this unit
educsetional programs were expanded and new ones initiated with
very positive response at all levels. A black woman was
hired as a job counsellor and became very effective in helping
all kinds of people: +trainees and long-term employees, black
and white, male and female. People a2t all levels were
extremely proud of her and her accomplishments.

Overall the organizational results of the NAB-JOBS program
in Unit A seem to have been mixed. There was uniform :
agreement that educstion, training end counseling were useful
additions to the organization. Attitudes seem to have
medified:

\I--q"]‘

"It opened the eyes of people about blacks.”

"Supervisors' eyes were opened. They are better able
to deal with problems now."

"We realized we should take more interest in people.”

[

"I'm more tolerant of the problems people have."

"We tend to overlook dress, long heir, ete., now,"

"We learned z lot sbout what was needed for others."

"We don't see race as 2 problem.’
In spite cf such attitudinal chenge and the new educational
training end counseling the organization sppeared to be
essentially unchanged. There were no blacks in responsible @
- menagement positions, nor were there very many in publicly f
visible jobs. The chief executive of this unit said, "I |
don’t understand why we didn't develop more black msnasgement.” f
Other comments were: |

"There wasn't much change in systems or procedures
because of NAB," : é

ystem changes except in education.

" |

"I don't see

[
¥

"Hiring practices heven't changed.
L; Unfortunately, there was & rather general feeling -among !

middle msnagement and professicnal people which was expressed
this way by one person, "I'm not convinced that top management

ERIC - 4R




gi 2.1.5 was behind the program; they talked a good game, but we had to do
the job. There is a negative ending to a positive program. NAB
Program increased the mistrust of top management. They didn't follow through.”
Results
Unit B was quite different. Not only did there seem to be
greatly increased education, training, and counseling activity,
plus changed attitudes, but the organization seemed to have
developed new norms and procedures with respect to people in
- general and minorities in particular. Here are a few quotes
from black people in Unit B:

"This place has come a long way." (professional staff)

"Blacks get hired and move as easy es the white man."
(Hourly worker)

"NAB gave me a new life, and X made it happen." (unskilled
voman who moved into a secretarial career with help from
a top level manager)

"We have support from top management here. They listen
snd respond." (professional staff)

The last comment seemed to our interviewers to characterize
the difference. In Unit B the local top management was constently
and visibly perceived as pushing for change. The position of one
of those managers was stated this way, "It takes a few people
with influence and power to get things started."” 1In eddition
to the visibility of the top managers., the program manager was
the black Personnel Mansger. It would be difficult to overstate
his influence. Like the black woman who is the job counsellor
in Unit A, this man was applauded by blacks and whites at all
levels of the orgenization. Not only did he marshal support
for the program and the trainees, but he opened up the promotion
system for all people. He was uniformly seen as a person who
"helped'", and in an enormous variety of ways. With his own
vigorous activity and the support of his superiors he pushed for
changes in norms and procedures such es: Black people now enter
the building through the front door; locker room and cafeteria
rules are changed; dress and hair styles are different; blacks
are visible in the public as well as the non-public parts of
the organization; blacks occupy & number of important management
positions; hiring and promotion norms are changed; people
feel treated as whole persons, etc., etc., We do not suggest
thet he did ell this alone, we simply report that in interview
after interview his name was connected directly to the changes,
to success, and to the sense of having been "helped". So, the
combination of visible management support 2nd a black program.
manager seemed to have produced significant permenent change.

gj% This was not accomplished without resistance and some

e failures. As in other units the special interracial encounter
sessions produced unhappy reactions. A black manager said,
"It was of no value to me. It was a general insult to my
intelligence. You couldn't defend yourself. It was very
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one-way. I was disillusioned. I learned no more sbout black
or white people.” A black professional said, "It was a lot
of lip service. Those supervisors went right back to their
jobs after the intensive program, but they took nothing good
back to their jobs. It was a waste of time and money." As
you would guess, some people hung on to their attitudes and
stated that, "It was 8ll unfair in favor of blacks."

One management procedure succeeded in placing a number of
black people in higher positions, but may have been counter-
productive for many people. This was the practice of almost
instant terminstion for & number of fairly senior and long
service managers who could not change fast enough. An hourly
worker said, "Seversl key management people were let go because
they didn't go along." A white professional said, "There was
lots of reorganization to get blacks into top jobs. On balance,
I think it was a good idea." For many others, however, the
"blood beth” in Unit B and another unit in the same city,
created 2 general environment of insecurity plus a substential
amount of indignation. "If you can't manage a good idea
without rezorting to such terrible practices, I wonder what
you really believe in!" The corporate officer responsible
agreed lsater that the method was unfortunately harsh and the
communication poor, even though the result was a rapid increase
in the number and quality of black managers.

Alth@uph tﬁ? ECDﬂémiC Futura Qf Unit B was in quéstian fér

t@ Dperate under that c@mpany s management. The number of blagk
managers alone would be sufficient to carry forward what had been
changed. One possible restraint on "institutionalization" is the
general attitude among blacks that, "There is a limit to how high
you can go." This meshed with a general feeling among all except
top management people in all units that the company lacked any
clear concept of career growth. A great many of the people we
interviewed (in all units) who were applauding the educational and
training progress told us that they personally would probably
leave "when I get my degree", or "when I finish my training"
because they didn't believe they could really move to the top in
this commpany.

Unit C is far smaller than the other two. We had an
opportunity to talk with people at 5ll levels and in all job
Eategaries, but thé number was stili small. This unit is so

prcblem. In Splté Qf that pr@blem; Unlt C Leoked llke a smaller
edition of Unit B. The management was seen as responsive and
responsible. Many black people noted substantial change. Others
thought it wasn't enough. Some whites thought it was awful,
etec.,etec, Here are some comments:

"There was nc difference between NABS and regular off-
street hires."

14

A s e et e



- 37 -

2.1.5 "The service business is not good for blacks. They
resent service jobs."

Program

Results "Blacks feel intimidated, but the union helps to keep that
in control."

"The program helped communications in my department."

"More people are promoted from within."

"The education program was strengthened and broadened, g
especially the English program’. ‘
"Career planning is missing. Growth is hard in a service §
industry - especially for blacks."
"Tt is easy to talk to the bosses here.” i
"You can get along if you want to. Anyone can get to be j
a supervisor." (this was a black woman who did!) §
"WAB didn't really work. There was little interest from
top corporate management. A great process, but no follow ;
through." |
Our experience with Unit C was not as discouraging as ;
that lest comment. We felt, overall, that the local management
in Unit C did effect some change and that most of the change
would be ncoticeable for some time to come. The rest of that
comment seemed to agree with what we observed for the service
company. The program did, indeed, seem to have lost the interest
and cupport of the top management, and many people interviewed
seemed to feel that was the way of all programs, i.e. 'no
follow through.”
2.1.6 From our brief experience an overall estimate is that
the service company was significantly and permanently changed i
Impact so far as its attitudes toward people and toward use of education,
and training. and counseling to increase human capabilities and |
Changes resources. We cannot point to any other positive orgenizational ?
growth or change for which we could predict & long and useful :
life. We cannot judge the impact of the recession in that :
industry, but we can state that:
belief in commitment of top corporate management
to carry through implicaticns of social asction was
reduced rather than increased; %

to be successful program support must be obtained nat
only by top management decree but by EDnElStEHt t@E
management behavior and 1nstjtutlcnallzed control
snﬂ ?eward sy%tem'




@
2.1.6 the appointment of 2 Presidential Assistant as
Program Manager may well offer the Dppcrtunlty to
Impact drain off line méﬁéger réspéhéiblllty and account-
and , ﬁblllty ;@r the program;
Changes
the fact that this Hpeclal training was neither
identifiably "vestibule'" (i.e. speciel work - off
the job), nor clearly on real jobs increased the
spot light effect and increased resistance; and
the "greet man" cen get things started, but they
will keep going and grow only if the commitment to
them is widely shared.
2.1.7 Az was said above, cur experience with the service company
was brief. Additional information indicates that the dilemms
Further of ctrategies zfter initiel commitment by the top executive
Development was recognized. Continued push by the chief executive can
make it his program and block line management ownership. But
lack of visible sction by the top executive iends some to
perceive lzck of commitment end direct guidance. Conscious
choice was made to limit direct acticn by the chief executive
in order to encourage line menagements' ownership of the
progran.

b

Since the study was conducted, the effect of attitudes
and activities developed by the program have continued, 1In
addition to the wider scope and increased skills in education,
training, and counseling, there has been some increase in
blacks in meznagerial positions ss well eas more blacks in
publicly visible jobe. Dress, hair style, 2nd arrest records
sre leas of & barrier. Managers are more willing to take

risks znd try to screen people in rather than out.

CASE HISTORY: MANUFACTURING COMPANY

2.2 Company Y ie & manufacturing company with a product
that 14 s household w@rd nationeily ¢ well es in foreign

Manufacturing countries. Tt hes grown from e small rescerch crganization
Company tc a large industrisl orgenization with many divisions and
is one of the 500 lerding c@rpars+ieﬁs of the United States.

The success of the company's product is largely due to its
egeare h program in Qhemlcals and paper.

As an srganiz ation the company places a high value on
interpersonal relstionships and individual freedem and
creativity. These values are & heritege from the days when
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it was a small research organization. They are, however,
currently vital and pervasive values. ''We think of Y as a
community of members, working together for the well being

of our enterprise. We believe that our entire eommunity

must be supportive of the needs and desires of each individuel
member as he seeks to make full use of his capabilities."

The effort to put these values into practice, in the context

of a larpge, complex organization is an underlying characteristic
which e a; ing many of the ways in which the company is unique.

o & major reason for the company's
éKCEPt“Qﬁ :1 achievement in its programs for minority groups
end diszdvantaged persoens The eschievement has been significant,
and part of its bgﬁlflc%ncp lies in the comment from a manager:
"That we have achieved so much only makes one realize how
much is vet to bz done.”

Y

The employee-oriented sttitude of the company and the
comparatively high level of ecmployee benefits hes given it

the reputstion of a good place to work.

Compuny Y has many divisions each specializing in some
funeticon of the operaticn or product. Thus, there is a
division focused on manufacture of the product, another on
customer services related to the prodvet, a division concerned
with construction and meintensnce of facilities, another
dealing with zssembly cf the preduct, and others concerned
with engineering research, etc. Several of these divisions
are located in the¢ Boston metropolitsn aresa; and this study
wag corried out in five of these divisions. Interviews were
conducted in only {four divisions. The corporate offices
are also located in this earea.

Following are brief descriptions of the four divisions
included in this study in which interviews were conducted.

Divisi@ﬁ Hig = small division (epproximately 200
persons, located near a business district snd low rent
housing. There sre comvaratively good public {ransportation
facilities. Tt is a customer service unit with semi-skilled

and skilled cccupations and sequential and interdependent
operations tending to production line pztterns.

Division M serves all other divisions in this area

with respect to bullding construction and maintenance. A

large pereentsge of its personnel ere in the skilled trades

or crafts. The work pattern includes individual assignment,
assignment to work groups of others with the same skill, or
ssignment to task teams of mixed skills. Another differentiation
f signi "icance within the division is whether the work is
performed outside (in the field) with the workers going to

various locations as needed, or the work is performed in-house

a7
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and the worker rsmains at one location.

Divicion S is predominantly composed of assembly operations.
There are many entry level jobs as well as semi-skilled. The
proportion of workers of minority group and disadvantaged
backgrounds is comparatively high. 1In some areas of this
division forty to sixty percent minority. znd disadvantaged

personn... were cited and twenty-Tive percent seemed to be

taken for grented. "Even blacks refer to it as the Ink
Spot." This division is loecsted within walking distance of
a busziness district . 2d low rent housing. It is also within
reasconable commuting distence from the metropolitan ghetto
area, but public transportation, while feasible, is not
direct and convenient.

Division T is & manufacturing division. It is one of
the larger divisiens of the company in the Boston area and is
located on the fringe of the metropolitan area near a
predominantly middle and upper class residential area. Public
transportation facilities from the ghetto and cocther communities
in the metropolitan srea are poor to non-existent.

bl

The purpagé of this section is to give some understanding
of the company's norms, and the processes which build upon
and carry out these norms., Understanding z company's norms
is critical to an evaluation of 1us’ab1llty to d;ve+®p and
;mpiement Tiew §ragr5ma.f Later we will discuss in more detail
the ways these company norms and pr@cesses were perceived
as affecting programs for minoriti and disadvantaged -
the pluses and the minuses.

As stated above, company Y values individual freedom,
creativity, and action. These values heve led to norms
encouraging informal groupings which cut across levels of
the formzl manasgement hierarchy.

These groupings, although informal, can and do exert
a good deal oi influence wpon planning, policies, and sction
of the company. Because the company encourages these
informal group:s to communicate and particlipate with formal
management, participation in these groups represents many _
levels of the formal organization. This establishes & significant
network for effective communication and influence. For
example, near the end of this study the Black Group received
official recognition, but till that time it had been operating
actively snd was very influential in its unofficial capacity:
for approximately the last five years.

There is no union, but the Grievance Committee, which
is an official orgasnization of the company, serves this
function. Members of the Grievance Committee are elected
representatives of their areas. As well #s handling individual
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grievances arising from work situations, the Grievance
Committee is seen as the guardian of employees' seniority
rights and procedures. Problems have been "grieved' all
the way to the company president.

Another influential group, in addition to the Black
Group and the Griecvance Committee, is the University Group.
This is sn unofficizl group formed originally from people
who hsd shared some training experience at one of the local
universities. The original menbership hus expanded and altered
so that the UﬁlVE*”‘t} Group now includes persons of top
management a&s well &3 most other levels. Although informal
and unofficial, thls group has exerteﬁ considerable influence

uporn specific programs and sctivitie

"Pozting" ic a significant process in this company for
career advancement, st leazst at the levels of the haurly
employee and lover mﬂndge ﬁ_ All vecant positicns, zt thecse
levels, are “posted” or d srtised within all divisions of
the company, amé #1114 emp;@yeas, after an initial three month
employment period, sre eligible to apply. If this internal
recruiting process fails to find anyone quzlified, applicants
are sought f[rom Qutzide the company.

Dr‘

The president,, who founded the company, is given great
credit for its success. There is a strong belief in his
leadership abilities as well 2s his personal qualities of
caring and concern for employees' welfare. One of the
company objectives ascribed to his leadership is that
"people are our second aim'. By many the president is
seen as a person of great vision whose intentions, to a
greszter or lesser degree, are perverted by the system.

The accessibility of the president to groups as well as
individuals is significent. This sccessibility is shown
by his willingness to discuss general compeny issues
and personal problems. Added to this general availability
ie his relationship to employees who have been with the
company for many years. He knows many of them directly from
the esrly years when the company was small., Although these
older employec:s snre now spread widely throughout the company,
they ere perceived as having more sccess to the president than
others. This is both understcod as 'naturzl", and, to some
extent, resented.

Significsnt and possibly critical facters for the results
of an organizational program reside in the way the program was
brought sbout - the motivation ior the programs, the interplay
of forces in the systesn, -and the stretegies used. This section
will describe those factors as perceived by persons interviewved
during the study.
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It should be noted that this company carried on its
activities and programs for minorities and disadvantaged
with no government support.

An explicit event which most respondents picked up as
the initisting factor wes the president’'s speech to
employees on & day set sside in memory ot Martin Luther King.
This wae immediately after Reverend King's assassination.
The president made & personal appeal to all employees to find
ways tc increese numbers of minority group personnel and
disadventaged within the cempany. The president’'s clear
expression ¢t deep feeling end commitment tc this issue
swakened the péreanﬂJ comnitment of many employees. "It
had a very deep elfect on most of the people there. It
cut through the proejudices. Jt was right.

The president's appesl, however, was perceived as lacking
support ol some senior employees who felt threatened, even
though resssured that senicrity procedures would not be
affected., 3Bome managers felt also thet the direct appeal to
employees was premsture. Wszys end means should have been
worked cut first with the mansgerial stsff. "People don't
plen. They just get emoticnally excited, plow ahead, and
then reccil when the results are in." Other comments included:
"This lsck of progrom planning is typicsl of this company.
Deciding to do something without planning works well with
mechanicsl programs but may miss the bost on social jobs."

This sbsence of official, specific, overall programs
was perceived by some as lack of support by the president
and his staff. Theg did not own the programs. One manager
described the initiation and history of the program as
follows: '"The president in a meeting with the Minority
Committee discussed the possibility of his msking a speech to
all employees. He geve us & preview, There wzs a lot of
backlash from senior employees. Then, when he made the speech
(on 2 day set aside in memory of Martin Luther King), there
was more negative rezcticn. So there was no officiel company
acticn. The thing just died. Top mansgement wouldn't own it,
A few individuzls st the top had been pressing for more action
for minorities and disadvantaged even before King's death.
They continued and finzlly resuits began to show. In the
last year and & half manegement is beginning to own the
program. "

From another point of view this was exactly the point.
The Etrgtegy could be seen as letting ~he managers and
employees themselves own and develap the programs. A comment
which suwmmzrizes some of this reaction was: 'The president's
speech favored & careful approach. It precipitated the feeling
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that the time was ripe for action. Most of us agreed, but
s few felt it wes for the birds.”" Thus, the president’'s
action crystallized a climate and direction with senior
managers responsible for designing their own programs.

With the rush to get results at the beginning of the
programes, entry of relatively large numbers of minority and
disadvantaged percsoennel wee seen by meny at different
levels #s cheotic. The lmpi ementation was "too much too fast
We created unneccessary problems such as a large number of
blacks for whom there was no work."” 'We need more Ecreeniﬂg

[lﬂ

Not ;u‘t let down the getes and bLiring everybody in." M"In
the begi - the company sent buses intc the ghetto and
said ‘fnvence who wants 8 job get in'." A more orderly

approzch used was described ag, "When we had a requisition

for four positions asnd five equally qualified persons were
available, one of whom wns black, we increased the requisition
to get the black. Apeinct this wos the comment thet, "We hired
indiseriminately just to play the numbers game."

The imprecsion is theat the emount of setivity to bring
in minority =nd disadventzged personnel by direct hire
differed preatly among divisicnz and smong szreas within each
division. The individual commitment of specific managers
and supervisors was o large factor. In some cases this might
lend to such techniques es Guots pressure. Another factor
affecting the omount and kind of direct hire activity were
differences in the quslification level required. Those
divisions with & large proportion of unskilled, entry level
jobs were in the best position to take guick ection. Divisions
with a high proportion of skilled positions felt more restricted.
It is important to reslize, however, that rather than a
specific, clearly structured progrem, the thrust ta enc&urage
entry of minorities and disadvantaged personnel was pervasive

and took many forms depending upon the needs of individuals
and groups involved.

The corporate personnel office with divisional personnel
offices performed s thread function smong and within divisions
for the veriocus activities that comprised the programs. Their
functicns included: enasbling progrem egctivities to become
sware of relsted activities so they could link with them when
useful asnd appropriste, helping divisions assess their needs
and stimulzte new activities to meet these needs, participating
in plann ing of preogram activities as well as surveillance of
program sccomnplichinents.

In effect, the program strategy put responsibility for
bringing in ;1nurlty groups and disadvantaged personnel on all
levels of management without lsying down hserd and fast rules
or specific procedures (other than Vestibule Treaining) to
gc:@mplish th;::g thus leaving fveeﬂam @f iﬁjtiptive @pen

ol
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2.2.3 specific actions to reach the objective and a reminding or
accoratability role by publicstion to management personnel

Development of regulsr reports on the number and level of minority persons

of Programs in each department. A manager commented that, "I decided that the

for only way to be sure z significant number of blacks were hired

Minorities was tc see that goals - in numbers - were set and commitments

and obtained from line supervisors. 1 reviewed their goals every

Disadvanteged week. We reached our goal - forty percent."

Activities for minority and disadvantaged personnel have
taken many forms. The objective of bringing into the company
minority groups snd disadvantasged persons was clear, but the
ways this was to be sccomplished were left to the initiative
of management in the various divisions snd other groupings
within the compeny. There was pressure from many levels of
management to accomplish this objective but the only specific,
official, company-wide zction was tc abolish the high-school
completion reguirement for entry level jobs.

2.2.4 As the comments above suggest, several methods have been
used to encournge entry of minority and disadvanteged persons

Programs and retain them after entry. It seems to have been part of

for the company's policy to avoid setting up special progrems for

" Minorities this purpose which would iabel the perscns in the programs,

and thus separsting them from other workers. The approach used

Disadvantaged was to adept ongoing programs, such as training, to meet
needs of minority and disadvantaged personnel as well as other
emplcyees. Therefeore, instead of trying to present a clearly
defined program, this section will try to identify some of
the components that entered into the mix.

The part of the program that we are calling Vestibule
Training has an interesting history. Originally it was planned
as an independcent corporztion to be financed through a consortium
of several compsnies in the area. It's policy, therefore,
was to help minority and disedventaged persons become employed.
There was no restriction on where they found employment.

Although the companies finsncing the operaticn would presumably
be the most likely to provide employment, trainees were
encouraged to find employment where they felt the opportunity
was greatest.

At the time of this study the plans for support by a
conscrtium of companies had not matured, and Vestibule Treining
was a wholly owned subsidiary of company Y

However, it was still the objective of “Vestibule
- Training to nelp trainees find jobs wherever the trainee
(7 saw the greatest opportunity for him. The company was very
active in placins trainees within its own organization but
this was support rather thsn restriction.

Y
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The primary purpose of Vestibule Training was not job
or skill training but helping the trainee produce evidence for
a prospective employer of the trainee's potential -~
specificelly helping the trainee build up a record of regular
attendance at work which he could display. It was anticipated
that, once entry to a company was gained, the trainee would
receive on-the-job training to acquire necessary skills.
Individual counseling was provided irsinees during their
stay in Vestibule Training as well as after they had gone to
jobs in company Y or elsewhere. Vestibule Training was
geogravuically separate from company Y except for a unit
located in one of the divisions.,

Another significant part of the progrems was initiation
and evolution of the Black Group. As the neame indicates,
this was & bleck csucus concerned with problems of black
employees. It develcped with encoursgement of management
but without explicit official sanction although employees
were permitted to spend company time on its activities. At
the time of thig study the Block Group hea been opereting
for approximetely five years in this unofficiel, informally
sancticned menner. Near the end of this study the Black
Group was accorded official status as part of the corporate
perscnnel office.

Three functicns of the Black Group were identified by
respondents during the study. One was as a clearinghouse
cf information on opportunities available for blacks as
well as counseling and encouragement to take advantage of
these opportunities. Another function was facilitation
of communication between blacks and their supervisors and
with other employees. Closely related to this was the Group's
help to blacks in having their problems hesrd by management.
This last was seen by many as a threzt to established practices
particularly to the Grievence Committee which was composed
of whites.

Some perceived the Black Group as & tool of the personnel
office. A supervisor said he had "settled" a discipline case
involving a black, "But the personnel office sicked the
Black Group representative onto me."

Asice from the specific components mentioned above, the
programs consisted meinly of established, ongoing activities
such 35 education and training and the summer program. None
of these were specificslly set up for persons of minority
groups or disadvantaged but were open to all. However,
courses in basic skills such as English, for example, and
other subjects lesding to 2 high school equivalency certificeate
were aimed &t the needs of minorities and disadvantaged.

There wes also emphaésis on getting minority personnel and

“

o3



- 46 -

disadvantaged into skill tr ing courses which would up-
grade their job praficiencyi

There was often keen competition to get into training
courses &nd there was continuous surveillance by the Black
Group and others to see that as many minority personnel as
possible were included. The smcount of training carried on
by the company w2s significantly increased ss o direct response
to the objective of bringing ir more ninority and disadvantaged
personnel, So it was part - and s significent part - of the
program althougn it was not restricted to minority or disadvantaged
personnel,

In addition tn the cngoing education and training programs,
the "summer progrer' also offered opportunities to encourage
employment of minority and disadvantaged youth. This program
f'or EHPLQVL*Eu of young people during the summer months was
a vell ectabiished part of the compsny's cperations. So
well establiched, in fact, that the "right" to have one's
son or dasughter work dgr1ni the summer 2%t the company =eemed
to be considered by some us & perquisite of their employment.

Therefore, there wes a good deal of negative reaction when
it was suggested thet the summer program be restricted to
youths of minority groups and disadvantaged. Although
this restriction was not put into effect, the summer program
was used effectively in many ways tc provide entry for young
people cf minority groups and the disadvantaged.

It is well at this point to make explicit 2 framework

that underlies our analysis of the deta from this study.

ieg fremework for looking at the development of the programs
and their effect is that suggested by Kurt Lewin. According
to his concept, EhanFé is acccm§lisheé in three stages. The
first stage can be cslled "unfreezing”. During this stage
old patterns are up?é* by £ntrcduct15n @f new elements. The
next stage is ''change' where new ways of operating are
experimented with in order to cope with new situstions. The
last stage is '"refreezing" where the new ways of operating are
more or lesgs consciously adepted as regulsr pastterns of behavior
and become accepted practice or institutional norms.

Any asse *mént of where the programs and the company are
within this framework must be a matter of judgement and teke
acccunt of dlffer@nt levels and areas of change. In general,
most of the divisions studied seem to have reached the second
stage of experi mentatlén with new ways of operating. However,
some areas have not introduced eny significant number of
minority personnel or disadvantaged. "Significant' here means
a number that would cause perscns to become aware of and re-
examine their fixed patterns of behavior. .

m
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At this point of time we perceived two attitudes which

seemed to add up to the same result, namely decreased energy

and steam about the programs which Suggésted the need for
renewal strategies. People expressed satisfaction that we had
done it, bu% now it was completed and we could go back to doing
business as ususl., "The initial impact is diminishing. People
are more willing to say no. 1t 5 going back to the way it was
before the programs started. e're saying ‘Isn't that great"
when numerically there's iny six to eight percent minority."
From another viewpoint, employment of disadvantaged and minority
persons 1ag accepted as o continuing responsibility and
chatilenge, wnich it was felt could be taken care of by working
Qn individual situotions uging femiliar labels such as

"communication"”. "Our problems are organizational not cultural
or rocisl’, and "Cemmunicaticn is the problem but these
situstions are interpreted as black~white issues" are two of
the comments. The main challenges, these respondents felt,
wers and sre efficiency snd production. Little if any change
was perceived by them.

L

Minority committees under various names had been set
up in different divisions when it was decided that the corporate
minority committee was too unwieldy, but respondents felt these
committees had lost whatever steasm they had initially. As of
now, these minority committees were viewed by respondents as
cdeeling only with routine matters either because they would
net or could not deal with significant matters. '"It's s
ferce. It spendsz time on trivial things." This may reflect
a feeling that the period of significant problems is over as
well ae the attitude that there are no new problems - just the old
ones for which precedents and procedures are established. 1In
one divisgion it was management pelicy that the minority committee
was only advisory znd, more significantly, thst there was no
use its discussing situaticns about which the committee could
do nothing, e.g. supervisor's actions. Nevertheless, the
committee had brought informestion about problem situations
cut in the open, and this information hass led to action.

The r2spondent who said, "Things are fine. We've done
a good job and met our goals" was probably more complacent
than most, although many respondents tended to look at the
effart as accomplished. There were, howvever, statements such
as "Hiring blacks is more complex than we realized, and requlres
more effort and imegination to mske it work." There were
also many statements which expressed strong commitment to the
cbjective of bringing in persons of minority groups and
disadvantaged while expressing much frustration with the
,roblems of doing this, e.g. craft requirements for long
apprenticechip commitment. Still, these ceonveyed the overall
feeling that, while we may not be sstisfied with what we have
done, there are nc new activities or programs in the works.

00
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We can work on resolving the problems we have without
mounting any new pushes.

To force the various levels of action and reaction
within the company into the framework of unfreezing-change-
refreezing may well be too neat., The.situation might be summed
up as follows: Unfreezing and change has occurred under the
impact cf entry by minorities and disadvantaged due to the
original, emotionally charged thrust. ¥rom this has come
greater awareness of the needs of the company and of the
minority groups and the disadvantaged. There has been change
in the ways people sre brougnt into the company and progress
(at lesst at lower levels) within the company: dropping
the high school graduetion regquirement, Vestibule Training,
and favoring appointment of blecks end disadvantaged (at
lesst when gquelifications of "potential" are reasonably
equal). Introducing these new elements has brought change
also in the power and influence relations within the company.

There is a grest deal of experimenting with ways to
incorporate these new elements into the company including
their challenges to older attitudes, policies and procedures.
A particularly urgent problem now is, "Where do they go from
nere?" Career advancement for minority groups and
] persons challenges the gradual, life time advance-
accepted by tradition end buttressed by seniority

1 zzsessment, then, is that unfreezing has
occurred Enf that the Cgmpany is sincerely urying to work
through the conflict of forces this unfreezing has brought
about. Change ig cccurring and will continue to occur for
some time.

“*‘J [U !E'U
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Some of the aress we believe hsve been affected by these
programs in ways thet will persist (refreezing) are:
increased recruitment of minority persons and disadvantaged;
the Black Group; increased training, education, &nd counseling

'includiﬂg but not restricted to helping mincrities and dis-

altaged incressed awareness ol and ccncern about the human
vec gituations; more communication chamnels within the
tion and meore skill in using them. It is also our
al experience in confronting and working ccllaboratively
nd crises which occurred during the programs
no number and level of resources within the

¢ and conflict resolution. This is a gain
which is of great value both within the company and in working
on problems of interface between the compeny and its socisal
interfuces,
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Previous sections have presented a general, overall
view o the company and the programs. In this section we will
identify a number of specific issues and determinants of the
programs as perceived by respondents, As often as possible
we have presented respondents' own statements. This poses
some difficulty in clzssifying the statements according to
specific topice since a particular statement may, by
implicaticon at lesst, be pertinent Lo more than one issue
or #zspect of the pr@gram,

Our purpcse, however, is to help the reader understand
the number and complexity of issues such programs can be
expected to confront. Orgsnizing comments around specific
issues seemed & way to achieve this. The reader is urged
to sec the limitstions of our classificetion and develop
his own perceptions of the TQ_EtlgnE ips among issues that
create the totrl picture.

We hsve tried to present all views as they were presented
to us during the interviews without favering either positive
or negublve viewpoints, Some zelection wes necessary but
we have tricd to be sure that all viewpoints were represented.

For some this variety of views, perceptions and reactions
may give a discouraging picture of great disagreement and little
feeling of working together for common objectives.

For us the diversity of the comments is encouraging.

For one thing it realistic. Secondly, several interviewers
were impressea by the openness of respondents in expressing
their opinions end their honestly trying to understand the
issues and communicate both thelr opinions of the situation

and their feelings about it. This striving for open, hpnest
communication is to us & healthy condition of continuing
dialogue about the issues. It is this which offers a good

basis for improving the programs and fulfilling their
objectives. It says to us that the programs are not imposed,
external formalities but an important part of the company's
ongoing processes. Also, the company's policy of respecting

the significance of individuals and of groups that represent ;
the individual comes through to us. This respect for individuals i

,A

oo
Tl

and their abilities probably does not lead to neat organizational %
packages but is essentinl for vital, meanlngful programs. §
Please note that there is no significance to the order
in which speci!ic issues are presented, All of them are
important for the program and for understanding the pattern
of forces at work in such programs.
o7
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Twc groups were perceived as performing key roles in
development and implementaticon of the programs. These are
the Grievance Committee and the Black Group.

Some perceived these groups in conflict over the issue of
black versus white. Others perceived the issue as the new
employees versus the old employees. A few perceived that both
groups iwad the seme aim of helping employees and that minority
groups needed the kind of support that the Black Group could
provide in udditicn to the established procedures and support
offered by the Grievance Committee.

Poth kinds of support are necessary for a meaningful
program. Also, tensicn always accoumpanies any fundamental
change. How the tension is utilized to work through the
issues without smothering the tension is an important key to
organivzational health. It is too early to predicet the
patterns of orgenization that will result, but at this point,
we believe the confrontation of issues and different kinds
of support provided by these groups has been a significant
part of the progrems' achievement.

The Grievsnce Committee was perceived as concerned with
whites snd therelore biazsed or at least not understanding and
sympathizing with the problems of minority workers. This
committee was also seen as protecting privileges for older
employees - speecifically seniority rules. The Grievance
Committee was seen also as only concerned about hourly
workers. :

Seniority is an important issuve - accented probably during
the periocd of study by fear of possible layoffs. Resentment
was expressed of the Black Group as a threat to established
patterns - psrticularly seniority. The Black Group it was
felt "should operate within the Grievance Committee."”

A respondent whe participzted in one of the black-white
weekend sessiong carried on by the company overbeard a
participant who wss a member of the Grievance Committee say,
"I guess this iz just ancther of those 'love nigger' weekends."
This ceused him to feel that he, 2s a black, couldn't trust
the Grievance Committee. Another said, "I have no regard for
the Grievance Committee. T would prefer en outside representative
- not neceszsarily a union. The Grievance Committee is completely
white oriented. They only deal positively with white grievances."
Thus, in addition to racial bias, the Grievance Committee
was perceived as biased by being part of the establishment. On
the other hand, s respondent ssid, "The Grievance Committee
sees that you get & fair hearing. Blacks use the Grievance
Ccmmittee for things about the job."
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The Black Group was seen by msny blacks as a major
achievement both for blacks and for the company. 'The
Black Group is the most important change that has occurred.”

The Black Group symbolized de-elopment of black influence,
and the cempany’s cnceouragement of it gave evidence of good
fsith in programs for minorities end the diszdvantaged. "The
Black (Group ic the only e ;erctlve crganization for black
comnmunication.” Thers wae some dlffcrence of opinicn within
the black community, however, "The Biack Group is just a lot
of northnern blacks cut for their own interecta.”

Az stated sbove, the Blac Group functioned as a clearing-
house of ini{oermation for 54 c 5, a center for counseling and
encouragemoent. # means ol fac 1Luu1ng ~ommunicetion between
blacks and wnites (particulJr between blacks and their
supervisors), and a channel for communicating black problems
to manzgement and influencing decisions.

.'

There was resentment of the Black Group arising from
their chellenge to sccepted organizationzl practice. '"The
Black Group is trying to fill a vacuum vwhere none exists.
There should be only cone committee for employses." '"The
Black Group is trying to achieve recognition and influence
so they can creste incidents. They do things the procedures
give them no right to de. Now they have officiezl status; so
they may relax.”

It was recognized thet the Black Group by its very
existence might help polarize situstions. '"Anything the
Biack Group proposes or is identified with is seen as 2
racial ilssue. As soch as whites can identify it as raciel,
they don’'t went to be involved." This polarization or clear
identification of issues seems a necessary pert of the process
of differentiation and confrontztion required for effective
change,

Action by the Black Group to let blacks know about
opportunities svailsble and encourage them to Lake advantage
of these opportunities was seen as unfair advantage and
favoritism. "The Black Group is trying to push blacks into
posztlono the blacks themselves know they aren't qualified
for." "The blacks have a whole committee just for blacks.
They get secret information others don't get.'

This section combines respondents' comments around
specific psrts of the programs such as Vestibule Training
and Advancement. It also presents comments on other issues
which respondents identified as important, e.g. Supervisor-
Worker relations, and Qualificztions.
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2.2.6.2 Agnin, the order in which these iszues sre presented is
not intended to indicate = judgement of tneir importsance.

Program All are important or understanding the operation of the

Issues vrograms and of ways such programc can be improved.

and

Reactions

2.2.6.2.1 Resmuncents whe were trainees ”1(: the part of the
prnw* i Soet owe oolio Vestivule Treinicg liked it end

Vestibule fell 1t nsd helped them.

Training

SunPrV*QOPS and management personnel recognized that some
of the treinees "nadn’t worked out”, bubt feli this was the
kind of thing you can expect in 2 new program.,  You have to
get the bugs out bty cxperisnce.

However, a respondent vho had worked in placement of
Vestibule Trzining particivents hsd this to say. "A year
ago vhen I got & call from Vestibule Training to place some
people, T¢ to &C pnrcen& of the superviscre would say 'Yeah,
T'd reeily like onel!’ Only thirty percent were reluctant or
said no. JNow seventy percent are saying, 'I'm happy to have
blacks. I just don'it wsnt blacks from Vestibule Training'."
de identified the following reasons for this. One was in-

{ sufficient communicstion tetween Vestibule Training and the
supervizors so that persons were sent to a job without being
selected Tour specific job requirements. Linked with this,
and sn even stronger feactor, was the supervisor's feeling he
couldn't or wsen't given the cpportunity to screen and select
Vestibule Training people by 1nt°rv1ew "The supervisors
resent brv~n; to take the word of tlbule Training. The
supervisor’'s opinicn doesn't count they "eel, and, after one
or twoe bad experiences, they freceze up. They prefer to take
someone who hasn't been guaranteed a job."

Another difficulty was the lsck of differentiel in pay
between Vestibule Training and the company. ''There's only
25 cents difference between Vestibule Training and the
company. After they're on the job two or three days, they
say 'It's just toc far te come. It's not worth the money
and the extrs commuting time’."

The comments sbove confirm other information that there
was significant isck of direct communication between Vestibule
Training and the inanagers in the compsny z2& far sg expectations
and realities. There was a mismatch between the expectations
of different perties as well as differences in their image of-
Vestibule Treining

S

( Part of thic mismatch may have resulted from the fact that
Vestibule Training was geographically separated from the company.
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Also, the attention of the mamnagers of Vestibule Training
was, at the beginning at least, directed primarily at dealing
with the problems of getting s new operation underway rather
than working out clear relstions of Vestibule Training with
other psrts of the company.

In any case, most if not all of the information about
Vestibule Training received by m&ny monsgers were reports in
the compsny newspaper, or by word of mouth. Such reports tend
to be in terms of goals and objectives and some "happiness
news ' rother than describing reslistic limitations and
specific procedures fer bringing trainees into the company.

t would seem thst such publicity without direct
communication leads to overgeneralizs n, overexpaectation,
and runors.

N
ot
bt
o

Mansgers vwho visited Vestibule Trzining two years after
it was established reported their shock st the limited scope
of the reality compared with the image they had ouilt up from
the publicity. They were surpr zed both by the relatively
small number of persons in training and the lack of facilities
and programs {or meaningful skill training programs.

Ancther difficulty with Vestibule Trsining is the
stiguwa il ieaves on the new worker. '"This mav decrease when
Vestibule Training people who stzy demonstrat they can make
it. When z worker comes from Vestibule Treir g he's isolated
and lost {or a while so he seeks out his blac oJrothers.,
Eventually he becomes part of his work grour It seems to be
taking longer anc¢ longer for this to happen. Some never make
the connection.”

The first line supervisor, of course, is where the action
is. This was recognized by all levels and there was concern
both abcocut the lack of preparation given supervisors for their
new problems and ways tc support them more adegquately. The
general feeling wes thet first line supervisors were doing a
good to great job under grest difficulties.

"I trust my supervisor who's blsck. He had to establish
himsell st first by cracking people's balls, but every
supervisor has to do that 2t the begimning. Theve sre only
two people (in 2z group of thirty-seven) who don't have good
relationships with him but that's their {fault." A supervisor,
whe came zoeross during the interviews azc e person of great '
energy with emphasis on getting things done, also conveyed his
personel warmth and concern asbout helping people get zhead.

He saw no fundsmental change and saw no problems with helping

minority groups and the disadvantuged.

’
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2.2.6.2.2 Supervisors were sincerely anxious to help people and

many were particularly aware of the need for extra help to
Supervisors minority =ad disadvantegsed persons. Their opinions of how to
and help snd their perception of the forces influencing their
‘Workers decisions veried widely. Meny of their comments could be viewed

as illustrsting provlemz thet would be faced in any worker~
supervisor relaotion. However, Lhey were aware that new factors
existed and, while they had to view the situation from

their customary viewpoints, they were alsc aware that

results of” their actions could nove unsnticipsted consequences.
The ambiguity ilevel was higher.

For example, one superviscr expressed his philosophy as,
"You nave to get everytning clear &t the start, and then
there's nc trouble. Everybody knows the score and then you
abide by it." His objective was zn efficient, productive,
"no nonsense" operation. In discussing psrticular cases,
however, he mzde it clear that he saw the people he supervised
ag individusls with specizl need: who required different
approaches ixn order to "get everything clear" as well as
needing support. He found no difViculty in coping with
entrance cf minority groups and disadvantaged persons,

Ancther saw the development of new power structues as

increscing the difficulties of both supervisors and managers.
For him the cignificant power groups were the senior (old
time) employees and the blacks. Both groups could carry their
proolems to the top and bypass their supervisors. When this
heappened, supervisors were left with feelings of frustration
and inadeguacy. His experience indicated the probebi.ity of
such by-passing was only two percent. Nevertheless, the
possibility of such short circuiting of supervisors end middle

n managenent wze a threat which he believed cause "dispro-

) portionate” zttention to behavior of minority persons and
senior emplioyees.

-~

There was also the igssue cf how z supervisor's attempts
to help zn employee would be seen by other employees. In one
case a supervisor worked to help & black employee in spite of
the feedback [rom other employees that the sup.rvisor was
"soft" and that the black employee was teking advantage of him
and laughing at him. The supervisor felt, however, he had done
the best he could and wes reasonably romfortable with having ,
lived up to his principles and responsibilities as he saw them.
He also felt that other employees understcod what he was trying
to do and did not {eel that the help he tried to give the
individual was unfair to them.

Ancther supervisor said, "I make my decisions on the
basis of guelifications, When blacks ccmplained they weren't
getting what they deserved, I expleined what I based my decisions
on and my superviscr backed me up. It didn't affect the
blacks’ attitude."”
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In some cases the supervisors were perceived as being
intimidated by the black issue and thus f'avoring blacks. One
respondent said, "My supervisor reprimanded & black for
absence, and, as she left his office, she slammed the door
and shouted, "'You son of a bitch!', but he didn't open the
door. A black can get away with it. When a black left the
assembly line, nothing was said when she came back the next
day. If she'd been white, she'd hesve been fired.'" Another
respondent believed "line supervisors try to avoid conflict
by giving in. They should have principles and make everyone
meet the same standerds.” In addition to the black-white
issue aznother comment added the male-femnle issue: '"The
bosses are geared of blacks so they don't force them to work -
at least the men. Only the men are allowed to goof off. Girls
are told to go back to work if thev so much as 1ift a finger."

There was a good deal cf very positive reaction to
supervisors'® behavior from bcth white and black employees.
This included awareness that it's s two-way street. "My
supervisor is wide open. You can go to him with any problem,
He responds positively and takes everything into consideration.
Some people have built-in black-white prejudice against
supervisors, They can't see supervisors as individuels and
cen't hear them." Even when a superviser was perceived as
biased, his ability to listen geve him meny points., "My
supervisor was very prejudiced and I told him so., He said,
'What am I doing wrong?' I told him and he's really trying
to change his attitudes.”

There was also comment thet sepsreted the sheep from the
goats - in favor of the supervisor. "The supervisors are
very fair. TIt's personnel and the managers who open the
gates to them."

While most supervisors felt they would have the support
of their management, this was often support after the fact.
Many supervisors as well as managers spoke of the lack of
guidance before the fact., psrticularly in problems of dealing

'with minority personnel and the disadvantaged.

A supervisor's comment seems to state the problem clearly:
"A line supervisor is in a real crunch. He needs clear guide-
lines so he knows where his support is. Instead, he's left
defenseless in a gray zone. I had to fire two blacks and
some people got shook up about it. I had to fill out a form
with several copies justifying it. One of the copies went
to the Black Group. At first I really resented that. Then
I realized they were trying to help these people, and that I
really was afraid I'd have to explain my sctions to them. I
didn't think I'd get much support from my boss especially on
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2.2.6.2.3 a ticklish racial problem. If the Black Group got involved,
1'd be in the middle against everyone. Masnagement doesn’'t

Supervisors want problems so the people in direct contact have to face

and the problems.”

Management

Increased feedback of information about decisions was
suggested as a means to improve the supervisors' ability
tc cope. '"There's almost totsl coafusion of what the
superviszor's job is. There's been some improvement. They're
beginning te distribute a file of precedents. The file
describes cases grieved and discusses the process - what
happened, what the decision was, and why. This helps us
understand the issues."

One supervisor said, "There was a great deal of prc: sure
| from our bosses to tzke these people and work with them, but
3 they didn't give us much in the way of guidelines. They didn't
help us. Just said 'Do it'.'" Others didn't perceive this
pressure. ''I don't feel any pressure from above to hire
blacks, and I don’t think any other supervisors are under
such pressure."”

Confirmation of the lack of guidance and support came
from a manager who said, "I didn't do anything to prepare
( them for people coming from Vestibule Training. I Jjust told
them they were coming and to wvork with them and be sure they
were treated fairly. Supervisors should be able to handle
anythine. It's psrt of what's expected of their job."

There were positive chsnges in supervisor-management
relations, as well as among supervisors. There was more
communication and greater visibility. "These programs
have increased the superviscr's visibility so higher management
now talks to him. Also, there is more sharing of problems
and experiences with other supervisors," and, "Supervisors
are more open in discussing their problems with each other.”
However, a superviscr concerned sbout the new sources of
influence in the company said this issue was not discussed
openly with their superiors.

Leaving room for individual initistive is one of the
values strongly accepted in this company. Achieving an
ef'fective balance hetween this challenging freedom and needed
guidance can be difficult, A mansger said, "Corporate management
doesn't give any guidance. This iz 2 consistent pattern. '
This is good in leaving managers and supervisors free to act,
but it cen be g problem becsuse there's so much ambiguity.
The suverviscr dossn't have positive support although he
usurlly gets svpport after the fact.”
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Paternalism, as used nhere, refers to a management attitude
toward employees of looking after their welfare and feeling
responsible for their doing the "right" thing as judged by
the eiders. This is accompanied by management's feeling of
responsibility for employees' actions, and a2 feeling of betrayal
when emplovees deviate from "right' paths. Paternalism is
also exurzssed by its reciprocal., the employees' attitude
of dependency on the company including looking for signals
from above to determine "right” behavior.

Paternslism was evidenced in many ways. TIn some cases
the words used indicated the attitude. Talking about the
difficulty of determining when peonle were ready for respon-
sibility and how theay were often not able to make this
assessment for themselves, a mansger szid, "I'm not going to
let mv son smash up my Cadillac just 1o prove he isn't ready
to drive."

An illustrative case, widely known and frequently
cited, was that of a young black who, from the company's
viewpoint,, hed been treated as e fevored son, but influenced
by evil compenions, had become radical and was publicly reviling
the company's policies and actions. The resction was that
of a parent toward an ungrateful child. Where did we go wrong
in carrying out our parental duties? '"The most important
thing is z clear contract of expectations, constraints, and
revards. He was given a2 routine Jjob but insdequate super-
vision to see that he stayed on the job, 'Then he got the sales
department interested in his pictures and was given a roving
assignment with s car to tzke pictures wherever he wanted to.
Now he's c2lling us Fascist pies."” "He was influenced by
the Penthers in spite of the fact thet he was given everything
including 2 cor and was practically on the president's staff."

Another cz2se, not as widely known. inveolved a black
of great ability who, heving become dissatisfied with his
advencement, left the company. "An employee should be willing
to wait for the employer's judgement about when he's ready
to be promoted - based on a mutuzally understood and agreed
contract of expectations. He weouldn't weit for approval of
his promction, but he should hzve, His lesving is 8 real loss
to the compsny."” The flavor is of the son's ingrstitude and
disrespect for the father's judgement.

The puch te increase the number of mincrity group and
disadvantaged personnel has btrought 2 large incresse in training
activities. This wss a consciocus vart of the program &s
described above, A large pert of the increase was in training
which would hely minority perscns and disadvantaged slthough
the training wos oven to all employees. TIn addition to official
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training programs, many supervisors {particularly staff
positions) spoke of working out development programs with
individual employees of minority or disaivantaged background.

In-house training in skills and crsfts was seen as the
most effective means of bresking through the barriers to entry
of minority and disadvantaged personnel into skilled trades.
Many of these skilled trade truaining programs derend on a
commitment Irom the departments reflecting the need of those
departments for specific skills. Other training programs,
such as the high schcol equivalency program, are not directed
at or limited te specific departments, but aim for upgrading
human »esources of company-wide value.

Training activities appear to be used in at least four
ways: upervading of human resources, training in specific
skills needed by the company, teking up slack or change in
employment needs thus aveoiding layoffs. zné retaining
particularly skilled people (&s instructors) when regulsr

vrositions are unszvailable.

Decisions on kinds of training, extent, and objectives
eare influenced by supervisors, management, the Black Group,
the Grievance Committee, and Training staff. One respondent
perceived this mixture es "political games', but it would
seem to be the nepgotistion process necessary in a healthy
organizetion where all elements affected can influence the
decision.

Training is open to all employees but “>r some training
there are more zpplicants than training "slots" availsble.
Therefore, there is often a good deal of maneuvering among
whites, blacks, and senior (older) employees to secure these
slots. This, of course., calls into play the Black Group
and the Grievance Committee.

Militant blacks felt there should be training reserved
exclusively for minority groups. Their rationale was
twofold: '"to tske care of results of past discrimination”,
and "so they can compete on egual terms. One or two blacks
out of ten is just tokenism."

For other ressons, training steff saw advantages in
homogeneous groupings. 'The minority and disedvantaged persons
aren't able to keep up with the others; so a trainer has to
vwork for different levels of achievement with the same group."

Considerations of seniority in selecting applicants for
training led to the comment that, "They're trying to turn
training into an old men's home.”" This was, however, part
of an effort by manarement to help older employees develop new

" resources tc aid them in adjusting to a chsanging technology.
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There was strong feeling by many that qualification
standards had been lowered through favoritism to minority
groups and disadvantaged. This also came cut in reverse, as
it were, by the concern that people (influenced by their
desire to be "eya2l”) strive for ond obtzin positions for
which they are unqualified. Some saw this as political
manipulation by minority groups which exploit the individual
for the group's purpose of increasing the level of black
positions. '"They used persons as poiiticsl pawns and forced
them into situations they were unable tc handle." There was
general agreenent bty supervisors and managers that putting
versons into positions for which they were not ready or not
suited was destructive both for the individual and the company.

Cases were cited including: '"He was a genius in his
craft but he requested and got an office .ich. Now he needs
more academic treining to advance so he's left frustrated.”
In the case of & bhlack who wss reluctant to take a supervisory
position but was persuaded to do so, it was now felt he
"couldn't cut the mustard. The men don't respect him."
Management was baffled by this since, "He appeared to have
all the gualifications." This comment makes clear the
legitimate need for experienced judgement to assess qualifi-
cations. Few positions sbove the technical skill level have
qualifications which can be stated so they can be assessed
by a routine process.

A supervisor who took & black, even though he was not
fully qualified technicelly, worked with him more than a year,
but "He never guite made it, and others were awaire he wasn't
contributing his full share.” When opportunity arose in
another area, the supervisor encouraged him to take it, but
he still wonders whether this was the easy way out. Another
supervisor said, "Maybe the compzny expects too much of blacik
supervisors who don't hsve the background to compete with the
top-drawer managers and supervisors that are the general run
here."

All persons interviewed agreed that persons should be
"qualified™ but there were differences in meaning. The
dilemmz was clear {rom two comments by different respondents.
"People should be brought in if qualified. T don't like
having special programs for particulsr groups," versus, "I
believe in equal treatment but blacks might need more help
to get entry Jobs - some extra prepsration so they can get
equal consideration."”

What the qualifications should he egnd who should assess
whether the gualifications were met was another tricky part
of the question. From a black viewpoint,, "Whites are so
blocked by their emotional reaction to blacks they can't give
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2.2.6.2.6 them a fair shake. People shouldn't be put into positions
for which they're not qualified, buvt whites can't see a
Quelifications black's qualifications. Dropping the high school qualification
was just a trick. They just added other requirements a
black czn't meet.” A black who picked a hlack for a position
was questioned by others {mainly whites)., who had interviewed
the applicants slso, whether the black was picked because
he wss black or because he was qualified. The response was:
"He met svecific qualificstions for a2 specific situation.
Qualificetions change as the situation changes. Later-in the
project ¥ mizht not have nicked the black."”

Whether the effort to bring in minority persons and the
disadvantaged had operated to set aside qualifications, and
particularly to discriminate against other applicants was of
great concern. Thers were many shades of opinion as to
whether this overriding of guslificstions had indeed occurred.
"A lot of pecple said that blacks rchould be favored, but
there's been very little. A lot of telk but not much action.”
However, the feeling was alsc expressed that management was
not being honest about their basis Tor selection of employees
competing for "posted" positions (positions advertised within
the compeny ). Management, they said, did not state openly

~ that a certain percentage of the vacancies was reserved for

persons of minority groups zlthough results showed this was

the case. Also, persons spoke of competing with blacks for

posted Jobs er a black was selected, being assigned
to help b learn his job.

The ce .. s.0 process for selecting among persons competing
for jobs within the company was identificed as 2 sequential
process involving two factors: 'first a person’'s ability to
do the job within a reasonable time, and then seniority."

With respect to outside hiring e respondent outlined the program
as, '"We give preference in original hiring to persons of
minority groups and train them on the job. We've chenge job
requirements to cut out non-essentials such as high school
graduation but there's been no change in rules for seniority."”

The main effect of management surveillance to encourage
selection of minority and disadvantaged personnel would seem
to be in decisions about "potential” - whether the applicant
can do the job within a ressonable vime. The surveillance
encourages higher risks in favor of the minority and disedvantaged.
"If two employees sre equally qualified, T would probably take
the black."”

2.2.6.2.7 For supervisors and managers alike the double goals of

product and people wes a continuing problem. For masny it
Conflict - wasn't clear how much weight to give to product or to people
of Goals when these seemed in conflict. Values of the individual
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supervisor or manager were considered the more important
determinants of supervisor and manapement performance rather
than company policy which wasn't all that clear. "I agree

with the president’s real values. Production is the first
priority, then meople problems." This ambigvity was increasing.
"The president wants us to creste a 'dynamic growth environ-
ment' but at the same time products sre more and more complex
and the time scheadule for produeing is shorter. So ther=

isn't room to do anything significsant about the second eim
(people).”

This ambiguity about goals was believed to reflect an
unresolved conflict smong top management. "The line
supervisor is caught in the squeeze between twc goals -
productivity and human relations - which ahove his level don't
talk to each other." For another resnondent this ambiguity
reflected a lack of understanding between the president and
his staff. "The president has lost touch with the organization.
His lieutenants didn't understsnd or accept his policy of
pecrle being our second product." For some this perceived
lack of agreement among staff meant less trust of upper
management. "Their signals are too conflicting."

The two aims have also raised issues among supervisors
expressed by one respondent as, "Other supervisors aren't
concerned with people so any supervisor who is concerned
about people gets shafted by getting the problem persons."
The example he cited involved employment of severasl whites
and or2 black. On the plea that their work was in more of
a crisis, the other supervisors took the white applicants
and left him with the black employee. At the time he saw
the black employee as a serious problem which the other
supervisors were unwilling to share. At this point he was
delighted that he had taken the risk, particularly since
it had worked out very well. But the message was that
productivity took precedence over people for most supervisors.
This message was reflected also in the comment that, "People
are our second aim but everyone's esware that no one gets
promoted for his second aim."

A manager who sympathized with the prcsident's goals
also felt lack of guidance. "I agree with the president's
objectives, but he never tells us how we are to do this. We
have to meet production schedules and at the seme time be
idealistic. The supervisors are in the middle trying to work
with more people problems while keeping up a high production.
Not much is done to help them.”

Fairness is zlways an issue in any human organization.
With the introduction of large numbers of minority people
and disadvantaged who need extra suppert and encoursgement,
and who operate with somewhat different values the issue
of fairness increascs.
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The fairness issue is expressed in many forms oae of
which is concern about whether the standard of qualifications
is being adhered to. Another form is whether other employees
are getting better treatment than I am. For example, there
was the concern whether employees in other divisions ''were
getting something we aren't". This concern was reported as
rarticenlarly sctive during initial stages of the programs but
less active now.

o]

3

It is helpful in interpreting this process, as well as
others, to realize thet the informal network of communication
among divisions within the local metropolitan ares is both
prolific @znd active, Many persons go from one division to
another and often have "contacts" in all of them. In a sense,
the company is an open community with fwnetional subgroupings,
the divisions.

Two viewpoints of fairness were expressed. One was
that everyone should be treated the same way, judged by the
same standards, and with the same standard of rewerds and
punishments for everyone. Ancther wass that everyone should
be treated in terms of his individusl needs snd allowance
made in applying ctandards for an employee's background and
social pressures.

Irregularity in attendeance, or absence, is a2 critical
issue both becsuse of the interdependence of jobs and the

“company's policy of assuring forty hours pay each week. In

a case wheres an employee was in jail for an extended period,
the supervisor det'ined fairness as "recognizing that each
employee's needs asre unique and we must try to support him."
and kept him on the payroll. Many respondents apgr~ A -ri‘
this approach although some felt it necessary to D {TERE
moral or social aspect of the act that got him in jeil,

Another viewpoint was that, "The company shouldn't have
to a2dapt to individuels. Personal problems should be left
at home; otherwise they cause discrimination end lower standards.'

A proponent of the single stsndard szid, "The only way
to be fair is not %o use two standards. You must think through
each situation carefully, end be zble to tell the worker
and anybody else how you made the decisions." This view, of
course, does not necessarily rule out consideraticn of the
employee's individual needs.

There were also comments which expressed resentment at
the unteirness of others receiving help that respondents had
not received. "I worked hard and nobody gave me any special
consideration, Rlacks should start zt entry jobs and work
themselves up like everyone else. Nobody handed us anything."
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Also, "The president is unfair to concentrate on only one
group. There are others groups equally deserving."

Part of the feeling of unfairness seemed to derive from
an attitude that the new minority group employees and the
disadvantaged were threatening the opportunities for older
amployees. '"The company should do more for people like me.
le'd like some upgrading alsc,” and "I respect the president
for trying to be a pood egg, but he should take care of his
own first.,"

An important factor in the tensions arising from bringing
in large numbers of minority groups and disadvantaged is the
tension between old and new employees. The "one big femily"
attitude is part of it. It's slways difficult for a new-
comer to gain entry and be accepted as part of the family's
ongoing relastionships. One of the employees, whc's been with
the company Tor several years, commented that, "The first
two or three months for any new employee in this company is
hell!™"

This resistance was sharpened by perception that these
newcomers were or conld he threats to vested interests and
accepted practices such as senicrity. Several respondents
saw the confrontations between o' ! and new employees as
equally if not more important thru verson, racial, or cultural
differences. They perceived tha". in many cases this tension
between old and new employees was the basic tension that
was transleted into bhlack-white terms.

Senior {(older) employees resented new employees taking
advantage of company tenefits such as educational programs,
"They've just come and they're grabbing eiverything."

An employee remembering her entry ssid, "When I first
came there was a bitterness in the air. Whenever I left my
seat to get a part, I found somecne sitting in my chair when
I got back. I thought they wanted me to start a fight. There
were many zcts like this. It wasn't becsuse I was black
because both blacks and whites did it. Thev were older
employees who resented the new people. I just ignored it,
and suddenly they guit. They've been nice ever since."

Another explanetion of this reaction is thet the new
employees became scspegoats for the smployees' anger and fear
about the consequences of these programs for their own future.
Many older employees defended the company and the programs
while laying the blame for changed ronditions on "them" -
the new employees,
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One example of the difficulty of interpretation was the
Volunteer Fund. When there was reason to expect a reduction
in force, a group of employees =sked everyone to contribute
voluntarily to a fund which could be used to mitigate the
effects of such a layoff if it occurred. It was never clearly
specified how the fund was to be used. While some employees
saw chis as a thrust in the right direction, others were

displeased: "This is only for the blacks." "The fund's not
a good idea becaucse it could afTect established seniority
procedures.”" "I was against it becsuse it was never made
clear hew it was to be used.” '"We had te tske layoffs in our

time; why should they be different?" These comments show
that persons opposed to the fund had, or at least expressed,
many different motives.

Many persons contributed to the fund but the result
was significantly less than hoped. One respondent said only
three percent of employees contributed., A respondent saw
this as iundicating that, "When the chips are down, reaction
to minorities is negative." But the comments above indicate
that, while reaction to minorities may well have caused part
of the non-response, fear cf new employees endsngering established
seniority procedures, as well as reluctance to buy a pig
in a poke were alsco partial causes.

Productivity it wes believed had, on the whole, increased
somewhat. but this was achieved hecause of improved technology.
Without the imprc.ed technology., productivity it was believed
would have declined. "There's no decrease in production. If
anvthing there's been an increase, but some of that is due to
mechines."

secti

om thrce v1ewp01ntv. blacks' reactions to blacks,
zction to hlacks, and other whites' resctions to
seems the best wey to grasp the complexity and
-he reaction process. '

blacks. Thi
variations o

=h (n
&

Many white people are so hlocked by the color of skin
they are unasware of thw great differences-in attitudes and
values thst exist within the category of "black”. Blacks
do not have th:s h?n‘ic ap and are keenly sware of differences
among them. Differentistions are drawn with regard to blacks
from the West Tndie (Ce*mbbean) the southern states of the
U.S.A. and the northern states. A black from the Caribbean
expressed what would te considered conservative white values
when he seid, "People can make it if they try and they
have 2n chligzation to try." The experience from which this
attitude arose was expressed as. "I had no experience with
discrimination until I came to the United States.”
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2.2.6.2.11 A black from the southern states expressed a difference
he perceived. "People in the South, black or white, can

Reaction to trust each other to keep confidences but not in the North."

Minorities Another viewpoint from the South was that, "Nerthern blacks

are just trying to mske good by white men's standards."”

gtill srother black person from the South saw northern blacks
as afraid to confront the issue of discrimination. '"Black
people up north don't want to face the fect of discrimination.
They cay 'We don't have discrimination here like you do down
South.' We went to & restaurant here and weren't waited on
for an hour. When I wanted to speak to the manager, my
friends tried to keep me from it. They wanted to explain it
awav. Tt may be more subtle here but it's the same. Many
problems in the company are bleck-white, but blacks don't
want to face up to how whites really feel about them and
treat them."

A bluck supervisor felt that the few blacks who are
above the level of first line supervisors are "black caucasians."”
"They don‘t want any trouble. They won't say or do anything
to ruffle management's feathers. They don't like me because
1 stand up for my rights.” Some confirmstion of this was
offered by & white supervisor who sgaid, "Two of the black
P supervigors feil=d hecause they couldn't change their values
" to match the company'’s. You can't change behavior without
changing your values. The blacks who make it are black only
in color."

Blacks are individuals with a great variety of opinions
and attitudes. The biggest difierence is between blacks who
believe that most whites cannot see them ss people until
the blacks establish their identity and signifi- -~ . _s5 hm.acks
with influence and ability to be heard versus those blacks
who try to make it by conforming to white middle class values
or at least without confronting the system. '

This was reflected in the term 'white nigger'". Two
interpretations were given: 'blscks who have made it, and
then deny their race" and "persons who have got to some
position of influence, and then use it to get even with whites."

The reaction of whites of Italian ancestry to blacks was
more intense than that of other whites. The feeling expressed
was deep resentment that the blacks were receiving help which
had been denied Italians. Several respondents were second
generation Italians whose families and themselves had experienced
severe discrimination. Now they saw blacks threatening the
positions they had strueggled for with great effort and deprivation,
and they resented the favors extended these interlopers. This
reaction was expressed both as individual resentment of favors
they perceived gsiven others, and ss the reaction of a cohesive
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2.2.6.2.11 ethnic group to outsiders. An Italian worker, who was

able to relate to blacks as individuals, spoke of this.
Reaction to "If blacks tried to move into the Worth End (an Jtalian
Minorities community). they were thrown out in the street." He wanted

to invite a black fellow worker to his wedding but at another
wedding "Blacks were invited to dinner, but when they sat

down all the other people at the table moved. I don't want
my friend subjected to that." This kept him frem asking othewr
fellow workers =o he wouldn't sppear to be discriminating.

Reactions f{rom other whites were both positive and
negative. The positive reactions seemed to come from people
who had been able to know individual blackc as persons, and
the negative reaction from persons who perceived blacks
as a large, unknown, threatening group. The distinction was
clear in the comment thet, "™Most of the blacks I work with
are sll right. but most of thewm are shiftless, arrogant, and
lazy."

There were comments that "Thev have no understanding of
responsibility-~no idea of progressing by learning the work
thoroughly. They think they're entitled to be given things
without working for them," snd "A large portion of olacks

- are lazy and take adventage of the system." '"When work is
assigned, whites know they have to cairry the load and get
the job done. You can’'t depend on blacks because they don't
take assignments seriously.”

L2
-

These reactions were countered by -~ whitz w od
"Rlacks speak up »~ o ructively more often than whites.

They are more direct, less trouble making." Mcre than one
supervisor agreed with the comment that, "Blacks have more
desire for celi improvement and more initistive in doing
something about it. Whites are more complacent," snd

“Most blacks realize they're disadvantaged and have to work
harder to succeed. They're realistic. There's no question
~hat, if they're given an opportunity, a high percentage
will work ont well."

no prejudice. Thes only difference is that here prejucice is

exprescad on the cide. In the South it's just more open.”™
Another said, "I don'd express myself bhecanse I might be
censiderad racist.’”

T ient s gngrested that the way people were selerxted
and the way they vwere treated was more important in their
acceptance than race. "There's no problem when blacks are
hustlerz. Giv2 the edge to mincrities but look for right
attitudes. "Rasults have becn plus z2nd minus. Plus whe:

"
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2.2.6.2.11 persons brought in are eager to learn and in a situation which

encourages this. Minus when a person just wants to get what
Reaction to he can or it's company tokenism with no real work so they just
Minorities sit around playing cards."

A fair amount of the nep2tive reaction to minorities
was ceaused by those blacks who lacked customary middle
class hehavior patterns in such matters as aggressiveness,
dress, cleanness, and respect for property. A girl who
lived in an integrated middle class community with black
friends there said, "I'm afraid of being attacked - by girls
not men. They were constantly making remarks. They wore
shemeful, revesliing clothes, and the restroom was filthy."

Reaction to dress wes mixed. A supervisor said, "The
company 1s more tolerant of dress and hairdos. We give uniformed
employees an allowance to go to Anderson-Little and buy what
they want.. Some buy bell bottoms, etc. which is fine with
us." Ancther comment, however, was, "I know I'm conservative
and I was really put off by his dashiki, beads, and amulet."

"You know - afros, deshikis, whales' teeth. We laugh about

it emong curselves. Why are they wearing thesze things?

What are they trying to prove? Are they rea_iy happy with
s these clothes, or trying to szy something to us?"

An interesting end significznt comment came from a white
employec who had grown up in the ghetto with many black friends
and feeling very comfortable with them. '"Suddenly I begen to
feel superior to them. Now I'm afraid of them."

2.2.6.2.12 Az one would expect from the above comments on reactions
to minorities, resctions of minorities are glso & mixed bag.

Reaction of The general impression received is that although much has

Minorities been achieved much more effort is needed before the openness,
sharing and trust that indicate meaningful acceptance is
achieved by minority groups. Ve believe that the "three
generations'” eztimated by cne respondent as the time required
for such change is unnecessarily long if continued effort is
made on both gides. Nevertheless, the gozl probably requires
yeargs of such asscociation, interaction, snd effort.

One blsck employee ssw thig clearly when he said "It
helps to have a black supervisor because he czn reed between
the lines. Communicatior needs common experience. With the
white guys the only thing we share is work and casuel talk
about sports. We don't have any personsl sharing. They
accept me as leng as 1 stay in my place and do what they expect.
At lunch someone used the word 'nigger' in something he was
saying. I didn't hesr it or teke it personally. Later all

¢
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the other men came and apologized for the man who said it.

I felt they were up-tight because one ct' them had used the
word., They weren't really worried about me. Probably they're
not able to feel about me as a person.”

There were comments from blacks that, "We don't want
favoritism, just the opportunity tc show what we can do."
This resction agesinst paternalism and concessions came up in
connection with a cesse where s black had a poor attendance
record. The persons who pressed most for his summary punishment
were other blacks '"who saw hiz poor attendance as a reflection
on them."

There was reaction of black employees to others'
behavior or their interpretetion of this behavior. Behavior
of supervisors carried a much larger message than behavior of
fellow workers., To some extent it was realized that supervisors
were also individuzls, but they necessarily represented the
company. If the company d4id not explicitly disapprove of
the supervisor's action, this was ipso facto approval. There
was the assumption that "the company" was a cohesive group
with commonly shared aftitudes and norms which the actions of
the supervisors were in some way expressing.

It is particularly difficult for a2 person of minority
or diseadvantaged background with limited experience of
organizational dynamics tc get sny clear picture of the
operations of this company - a picture by which he can identify
his place and his significance within it. Indeed, this
company with its veriety of groupings and influence structures
baffles many experienced persons when they try to see it as
a ccherent whole. The behavior of the supervisor is one
of the main vehicles available to the employee for getting
the "picture"

Minority employees reaction to this ambiguity was expressed
by such comments as, "Things are left indefinite so they
can pull the wool over your eyes. The main thing is don't
rock the boat. They have 2 double standard - what they say
and whet they do., They operate with phantom records passed
along by supervisors that an employee can't see." These
comments indicate the credibility gep caused by messages and
behavior that the employee doesn't have the information to
interpret coupled with the assumption that "manzsgement" is a
unified body with 8 single viewpoint.

Racial issues in work groups seemed to be a function of
the number of minority persons. "The two blacks in the
group are widely se pzratea so they're seen as individuals not
members of a blesck group. Another black perceived he wasn't
accepted because he was always the last to be told anything
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2.2.6.2.12 He felt lonely and cut off from his fellow workers. Another,
who spoke of the difficulty of gaining acceptance, saw it as

Reaction of a matter of work cliques rather than color.

Minorities

There were respondents who agreed with the reactions of
a black who saw the actions of his supervisor ass a pattern
of betrayasl by a perscn who doesn't like blacks. This
respondent said, "I've lost my initistive #nd am just coasting
glong." There were also respondents vho saw the personal
concern expressed by fellow employees when the individual was
suffering as an indication of &cceptance. An example was the
blzck who zspoke of the visits and gifts from fellcw employees
he received wvhen he wag in the hospital Tor an extended period
plus the f{z2et of his supervisor's keeping his job for him.

2.2.6.2.13 The compony has given & good deel of cupport to various
commurity setivities both in the ~hette and in other depressed
Comnunity areas. Y%hen this guestion was raised, the only comments were
Relations with respeclt to funds donated to 2z community center in a
depressaed area, A white employee who doesn't live in the area
saw the result as negative. "The money was used to bring
in undesirable young people, so persons I know who live
~ here are afrazid to go out of their houses. It certainly
hasn't improved conditions." However, 2 black employee who
lives in the area and is active in community affairs said,
"Things are going well. The compsny has helped the community
progress.

B

2.2.6.2.14 The complexity of the company's operating procedures and
its long establiched policy of concern for individuals and

Changes flexibility t.0o meet their needs made it difficult for respon-
dents tc pinpoint specific changesz. Another resson for this
difficulty msy be that changes in this company are often not
made by official fiat but develop gradually from continuous
pressure of interested groups so that people become accustomed
to the rew patterns as they evolve znd may not perceive the
change. "I can't see zny change but the company has always
been so indefinite end people oriented it's hard to detect
specific change," BSome of the changes of this type such as
the Biack Group and the increasing complexity of the super-
visor's position partially due to new influence structures
have been spoken of above,

One resypondent whe didn't see much change said, "There's
more commmnication both among peers and with masnagement.
Management appears concerned about everybody in the plant.
. They try to avoid layoffs and provide education and training.’
k- "The company has given resl meaning to its words by these
programs. There's no effective change in promotion, but
hiring of minorities is much better.'" 'There's very little

J
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2.9.6.2.14 organization change as a result of the special programs.,
The programs haven't affecced the production and profit
Changes status of the comvpany.”

The most obvious change was the change in entry requirements
to make them more relevant by drovping the requirement for
high school graduation. But perceptions of other change
ranged from 'none because of craft skill requirements",
to "sn increase in people’s understanding of others' viewpoints.
There is some gein in tolerance, concern about equality, and
ability to reconcile differences." Several respondents agreed
that, "Communication among sunervisors has improved somewhat."
There was also perception that "The chenge is there's more
vandalism, uncleanness, and thievery."

Other respondents said, "All the company has done for
minorities is give them more money. I don't think there's
been any change™. &till others said, "There are many more
opportunities for blacks coming now. The company is more
sensitive 1o their needs. Ten yesrs ago blacks couldn't
get jobs here.” )

A supervisor said, "There‘s more trust between the
workers and me since I have t¢ talk to them more about
their problems. Also, there's more trust ameng the
supervisors beczuse we share more problems snd our experience,”

» 4‘*‘\

2.2.6.2.15 Many respondents agreed that the number one priority
in this phese of the programs was the career advancement
Advancement of minority persons and disadvantaged. There are relatively
few blacks in supervisory or management positions. To accomplish
this by promotion from within seems likely to require change
in promotional criteria and practices which would be a major
change with possibly major repercussions. Management was
concerned sbout ithe fact that several promising blsck persons
had left for opportunities outside the company. Some fraction
of these might return at a higher level, but this was questionable.

Respondents said, "There are many at entry level but
few at supervisory end management level. ¥Vhen they can see
blacks at higher levels it gives them hope."” "We're going
to have to bring them in at the manageriel level." "The
number one pricrity now is having minority persons at all
levels. DPBut this isn't possible., The reaction would be so
bad it would kill the programs." '"Minorities haven't
received promoticns., There's a lot of talk about helping
blacks but when you look around you realize very few blacks

g% are promoted.’
X
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CASE HISTORY: TRANSPORTATION COMPANY

After six months of exploration and participation in
planning meetings, this company did not wish to participate
in the systematic data gathering part of the study. Therefcre,
we have no interviews nor questicnnaires from employees of
the coumany, except conversations with a few employees from
a restricted number of units. Thus, the material presented
below is besed on our observations and casual interviews.

The trensyportation company is cone of the leaders in
the world with a reputation of being efficiently run and
of having an attitude of person relationship toward its
employees. The company undertock & systematic program for
hirine disadvontaged both through its own recruitment and
training «nd through the auspices of & NAB-JOBS program.
Due tc the type of operations, the company has had tc carry
on intensive skill training for its jobs. The compeny has
units and installations in many separate locarions, with

‘each unit having a varying amocunt of autonomy according to

the type of functicn. The company had minority persons who
were well groomed snd highly trained individuvals in various
scattered positions as well as in positions in direct contact
with the public,

The new president of a fow years, brought in as a
professional manager from outside the company, set as one
of his priorities a policy of bringing in minority personnel
at all levels, He set the brecad policy while holding staff
planning conferences {rr ixnlementation with top managerial
personnel. Top manag- uw-nt’ 2 interest in the progrems was
seen by many individurl: n the company as a straightforward
manpower concern to acquire people to fill low level and
relatively unskilled jobs, to desegregate the company so
as to improve its image with "visible" front desk minority
personnel, and to be @ pace setter in the industry and in the
nation. Also, the company did feel a2 soclal responsibility
to nationezl problems and issues. The extent of this we did
not assess.

In the maintensnce @and services section, there began a
JOBS program for the disadvantaged covering entry jobs.
To manage this program, a line manager of many yeesrs experience
in the compeny a2s a middle maneger was selected from a group
of volunteers for the position of system coordinator and '
manager. He was motivated by 2 strong sense of social
mission in accepting this job of funding and carrying out a
progreain in conformance with requirements of the federal
program. The program started slowly at first in one unit and
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2.3.1 in one geographical area with gradual expansion to other units
and areas of the compeny.. |

Development

of Program The program started off, then, with the strong support

of the chief executive, translated also into top management
action, and with e¢nocugh of an emotional push throughout

the company to give the program an organizetional setting
and context. Early in the program, after funding and scope
was established, and at the suggestion of organizational
specialists in the personnel rnd training department, a
week-long human relations training session was held. The
participants were counsellors and other staff of the program
and line managers. of as high a rank as possible, from the
installation where the program would be operating. These
sessions focused on issues of race, communication, and team
building between the line managers and persons operating
the program aquite a number of whom were black. A few
managers were included in these sessicns from installations
vhere the program was not yet in operation.

From reports and observations, these human relations
training sessions were considered a success. Individual
menagers found them a significant personal experience, and

§~ also felt thet they obtained & better feel for the program

kA and ite problems. Authentic bumen inter=zc¢tion took place
which save them more understanding of themselves as persons
and as members of racial groups. Both the program specialists
and line managers built bridges with each other that went
beyond formal role responsibilities. From what we sew and
heard, these relationships were an important process that
served to bolster the program as it progressed. We wecre
not able to talk with nor meet any persons who might have
come away from the sessions with any significant reservations
about the sessions or about the program

¥With the economic recession becoming spparent in 1970 and
with corporate manpower projections indicating the need for
less personnel in the period ahead, it was felt that there
was no sense jin continuing the prograsm. Traensfers of the
persons working with the program were arranged to various
line capzacities in regular jJjobs.

2.3.2 What seemed to be some changes occurring in the company?
During the time we were in direct contact with the company,
Changes several processes stood out., First, there seemed to be a

spread of counceling and educational functions to the benefit

of other persons besides trzinees of the program. Counsellors
o began to be zccepted as people with special skills and contacts
who could end were willing to help persons not in the program.
Second, there grew the recognition by top management of the
need for a training program geared to first line supervisors

8
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2.3.2 which would develop general skills in dealing with people.

: This supervisory program was not intended to deal solely

Chenges or primarily with issues of the disadvantaged or blacks.
Third, there occurred a self initiated and direct confrontation
between a few black salaried personnel and the chief executive
which lead to recognition by the company that there was no
coherent up-grading program for any of its personnel. Some
of the corporate staff and board were surprised to see how
little they knew about some of the opersating issues in the
company and the gaps in the company's policies. Besides
initisting a study and policy group on promotion, this con-
frontation brought an increased amount of communication between
top mansgement and variows echelons of the company. This
confrontation episcde was perceived by employees as a dramatic
by-pass in communicetion and responsibility. Fourth, the
company feound that, in most areas, the presence of black
personnel and other minorities in contact with the public was
taken in stiride by pecple in the company ss well as the general
public.

2.3.3 Looking shead from thst pericd, we can expect some

issues to surface. First, the careful selection and

. Expectations training carried on for these positions suggests that the

g nersons in these jobs may well be "overgnalified" and will
expect rapid mobility to higher positions. This expectation
of more rapld promotion coupled with the opening of opportunities
in other companies and in other fields suggests as an organiza-
tional issue that numbers of these persons may well move from
the company. Second, the minority sroups were starting to
become 2 coherent group as a result of the confrontation
process., The organization now had to identify the needs of
other blacks in the company to see whether their needs agreed
with those expressed by the self sppointed spokesman who .
precipitated the confrontaticn. Also, there was the question
of which black group should be dezlt with to improve the
situation. hird, the replescement of blacks and other minorities
&8 their zcguired skills facilitates their movement means
there will h=ve to be 2 continuing effort, et least on the
nmimericel level, of recruiting end training.

QUESTIONNAIRE RESPONSES: ORGANIZATIONAL CHANGES AND ATTITUDES

3.0 Data from questionnaires will be the primary source of
material in this section. Three hundred and ninety eight
Changes questionnaires were usesble, 128 from the service company and
from 270 from the manufacturing company. Almost half of the persons
Programs completing questionnaires were salso interviewed. Respondents'’
length of service in their compsny ranged from less than one
yeer to those with more than fifteen years of service (about

&
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3.0 ten percent). A little less than one quarter of respondents
were black with a slightly higher percentage of black respondents
Changes from the service company than from the manufacturing company.
from
Programs No claim is made for representativeness of the data.
Respondents who were not interviewed were quota matched with
the interviewees, but, basiceally, they were a volunteer group.

In the first pvart of this discussion we survey respondents'
overall perception and response on change (Section 3.1). Then
we examine characteristics of respondents such as Length of
Service (Section 3.2), Rac:el and Cultural Background (Section 3.3),
and Level of Peosition  Zwcticn3.4 ) as they are associated
with veriations in the te. lLastly, we examine <he relations
between respondents' conserwztive-militant orientation and
perzeptions of change in the variables studied (Section 3.5).

3.1 In the table accompanying this section, summary data
results for both companies are reported. Overell, it is
Perceived sharply clear thet respondents saw that "people in the company
"Better" or (other than people brought in by the specisl programs) have
"Worse" changed in the wey they related to other people", for the
i better. Nine of the twenty areas of organization processes
§ studied were rated by at least fifty percent of the respondents
as "better" or "much better." In descending rank order of
percentage magnitude these areas are: money for training and
education (about seventy-five percent)}, community relatioms,
communications, getting along with people, talking with higher
management, hiring practices, concern with individual welfare,
personal achievement, teamwork, and promotion. (Appendix 1
contains the questionnaire forms. Appendix 3 contains tables
of selected data with breakdowns by years of service, racisl
and cultural background, and levels of position in the company.
These tables show both overall totels as well as separate
results for each of the companies.)

The percentages of respondents perceiving change as
"worse" and "much worse" are much smaller than respondents
with positive views. The highest percentage of respondents
reporting negative reaction is around twenty-five percent
for "reaction to new behavicr or dress.” Tn descending
order of negative reaction are trust, favoritism, hiring
practices. layof?f processes, fzirness in sssigning work,
productivity, snd promotion (fifteen percent). 1In other
words, perceptions of better conditions overall, outweigh
by at least twice the proportion of those who saw worsening of
relationships.

ér The data confirm our observations snd interviews, namely,
thet, while there is some degree of dissatisfaction, perceived
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ﬁg‘ Percentage Distribution of Answers Indicating

Amount and Direction of Change in Personal

Interrelationships and Organizational Processes

(Summary All Companies %)

Amount and Direction of Change

Total
Much No Much

Process Variable Better Better Change Worse Worse ==r.-nt N*

Communication 19.6 hL5.3 26,1 7.1 1.5 10 .0 =08

Teanwork k.0  37.7 37.0 8.7 2.6 102.0 =92

Getting Along 20.5 k2.3 26.8 9.1 1.3 0.0 =6

Wit People

Productivity 11.6 29.6 L2,5° 12.9 3.4 100.0 388

Judging Work 12,8  31.1 46,5 7.4 2.2 100.0 367
%‘ Concern for 23.1 36.1 29.0 8.2 3.6 100.0 389

Individual's Welfare

Talking to Higher 26.2 35.7 32.8 3.8 1.5 100.0 390

Management

Personal Achievement 19.2 36.2 38.8 3.7 2.1 - 100.0 381

Trust k.0 27.5 36.4b 17.4 k.7 100.0 385
Favoritism Lh,s 19.6 s5hk.h 1L,9 6.6 100.0 377
Fairness in 11.9 24,0 L6.4  13.7 4.0 100.0 379
Assigning Work

Reaction to New 15,5 29.1 31.0 18.1 6.3 100.0 381
Behavior or Dress

Hiring Practices 28.6 33.2 17.4 15.6 5.2 100.0 384
Promotion 15.1  3k.3 35.3 12.0 3.3 100.0 301
Layoff Processes 0.k 17.2 S51.8 15.4 5.2 100.0 383

{“ Money for Training 35.8 36,0 19.1 k.o 2.1 1D0.0 377
. and Education
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Percentage Distribution of Answers Indicating

Amount and Direction of Change in Personal

Interrelationships and Organizational Processes

(Summary All Companies *¥)cont.

Amount and Direction of Change

Total

Much No Much
Process Variable Better Better Change Worse Worse Percent N¥

Community Relations 22.4 L2.6 25.1 7.h 2.5 100.0 366

Setting Pay Rates 7.3 22,7 58.1 8.3 3.6 100.0 384
Red Tape 3.8 15.6 61.8 1h.2 4.6 100.0 366
Grapevine 9.1 13.6 54,3 13.9 9.1 100.0 361

P s

*¥N = total number of observations used in calculating percentages

*¥* The data shown in this summery tzble are tzken from the total of tables
in Appendix 3, Section I. T2bles in other sections of Appendix 3
may differ slightly due to rounding procedures and variation in number

of useable reports.
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gains far outweigh perceived losses. The interpersonal
relations and work processes within the companies are
perceived as changed for the better as a result of these
programs. However, we also find some alienation of trust
accompanied by feelings of favoritism and fairness.

From the tables in Appendix 3, we find that the responses
of those with less tnan one year and those with over 15 years
of service contrast with those having 6 - 10 years of service.
While all three categories report gains in the patterns
reported above, the 6 - 10 yesr group consistently reports
slightly smeller gains in fifteen out of the twenty process
variables studied.

In the ten areas roughly classifiable as interpersonal
processes, eight out of the ten were perceived as better by
a higher percentage of newcomers in contrast to the old
timers. The twn exceptions are concern for individual's
welfare, and reaction to new behavior or dress. In brief, while
newcomers see interpersonal conditions as better, they are
not as sure of the company's concern for them.

The group with 6-10 years of service who report slightly
higher losses {worse and much worse ratings), are the group
of forgotten people. 1In one of the companies, there was a
program to give special attention to training and promotion
of old timers. But this middle group has not been singled out
for attention although they have an opportunity to share in
the company programs for all.

More blacks tend to report gains than do the whites.
In the twenty areas studied, there are higher percentages
of blacks reporting gains than whites for all process
variables but two. The two areas in which blacks are
slightly below whites in gains perceived are: concern with
individual welfare, and promotion. On many of the gains, the
higher percentage of blacks is probably statistically significant.
It is also true that more blacks are newcomers, who, as said
above, tended to perceive more change.

The satisfaction of blacks with the changes and with the
effects of these programs on organizational processes reinforces
our observations and the tone of interviews, although in the
interviews much more verbal dissatisfaction was expressed
than seems to show in data from the questionnaire.
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3.4 It is fairly clear that a greater percentage of hourly
workers reported worse conditions than did managers although

Managers hourly workers were in line with the general pettern of -

and seeing more '"betters" than '"worses" in each ares. In general,

Hourly managers do not report things as worse. It may be supposed

Workers : that this is partially due to their sense of managerial

responsibility which would not allow them to report "worses"
because of the implied failure of their role.

The srea of trust shows twenty-five percent of the
managers, twenty-six percent of the foremen/supervisors,
twenty percent of hourly, and eighteen percent of the
professional staff reporting worse and much worse. Again,
this seems to reflect perceptions of staff people, among whom
are individuals in personnel and human relstions with responsibility
for maintaining trust levels within the companies. Again,
it must be reiterated, the percentage of betters outweighs
the percentage of worses in perceptions of trust although
by a smaller margin thazn in other sareas.

The fact that ten percent of respondents left some areas
unmarked might shift the interpretations. Our impression
is that the omissions represent a respondent’'s uncertainty
on an area which he perceived as requiring a very complex
Jjudgement.. The appropriately cautious statement for us
would be that perceptions not expressed were not extreme and
probably would not add significantly to the "better" or
"worse" judgements.

,;-‘Eag

3.5 Appendix 5 presents the results of analyzing relations
between conservatism or militancy and the vsrious process

Conservative variables studied. Conservatism or militancy were defined

Militant in terms of quantiative activity indices rather than implying

Reactions to a specific constellation of attitudes. Thus, "conservative',

Change for purposes of our analysis; means that an individual's activity

; index is in the lower half of the indices when the are arranged

in order of numerical size. "Militant" correspondingly means

that a person's activity index falls in the upper half.

Both Cultural/Racial Backgrounds and the Level of Position
were significantly related to a respondent's conservative-
militant classification. Black respondents were significantly
more militant than whites. As the level of position increased, '
the proportion of persons measured as militants increased.

Ten of the process varisbles studied showed that perception
of change was significantly different for conservatives and
{“ militents. For each of these ten variables the percentage
' of militants who saw change &s better was consistently larger
than the percentage of conservatives who saw change as better.
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Consistently, the percentage of consérvatives who saw change
as worse was greater than the percentage of militants who
saw change as worse. For example, in their perception of
change for the process variable of communication 76 percent
of the militants saw changes as better while only 55 percent
of the conservatives agreed. For this same variable only
three percent of the militants saw changes as worse but 1k
rercent of the conservatives Jjudged change as worse.
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Questionnaire and Activity Scale Forms

The forms used to gather quantitative dats included a two-page
questionnaire and a one-page Activity Scele which messured respondents’
attitudes toward direct social action by industrv. (See Appendix 2 for
a discussion of the Activity Scale and the Activity Index derived from
it.) This appendix contains these forms.

The questionnaire identified each respondent by three dimensions:
Years in Company, Cultural/Racial Background, and Level of Position.
The purpose of question 2 was to identify & respondent's familiarity
with the various programs carried on by each company for disadvantaged
and minority persons. In questions 3 2nd 4 each respondent identified
the amount of change her perceived as having occurred in the twenty
process variables studied. He also indicated whether he judged the
change he perceived as a benefit (beiter) or a cost (worse).

The process variables listed in question 3 were those expressing
working snd interpersonsl relationships. Question &4 listed company wide
organizational processes. Question 5 identified whether or not the
respondent had been interviewed, and question 6 provided for additional
comments. In general, respondents required 15 to 20 minutes to complete
the questionnaire and Activity Scale.
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BOSTON UNIVERSITY HUMAN RELATIONS CENTER July 1k, 1970

270 Bay State Road, Boston, Mass. 02215

This questionnaire is part of a Boston University study of how special
activities carried on for mincrity groups have affected your organization.
Your ccoperation is very important in order to be sure that all viewpoints
are represented so that accurate conclusions can be made,

All information will be kept in strict confidence so that no individual
data is revealed. Please answer all guestions.

1. Social data: Years in Company: ILess than 1 year 3y 1 to 5 years 5
6 to 10 years ; 11 to 15 years ; Over 15 years .

Cultural /Racial Background: White ;Spanish speaking ;5 Black 3
Oriental ; Other {(Write in)

Level of Position: Hourly paid ; Foreman/supervisor __;
Professional Staff ; Manager ; Other (Write in) .

———

2. So far as you know has or is your company carrying on any of the
following activites for persons from minority groups in entry jobs
(beginner, unskilled, etc.)? Check all programs company has or is
conducting. :

special recruiting and hiring

special counseling

on-the-job training

basic education (for example, courses in English
and Arithmetic)

supervisory programs

no prograns

other programs (write in)

3. Indicate your opinion of how much people in the company (other than

people brought in by special programs for minorites) have changed

in the way they relate to other people since the sbove programs have
been conducted. For each of the itens below circle the kind of change
-which you consider most accurastely reflects what you think has happened.

Area How Much Change (Circle one)
Communicetion - Much Somewhat No Somewhat Much
- Better Better Change Worse Worse
Teamwork Much Somewhat No Somewhat Much
Better Better Change Worse Worse
Getting Along with People Much Somewhat  No Somewhat Much
Better Better Change Worse Worse
Productivity Much Somewhat  No Somewhat Much
Better Better Change Worse Worse
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Judging Work

Concern for individual's

welfare

Talking to higher management

Personal achievement

Trust

Favoritism

Fairness in assigning work

Reaction to new behavior
or dress

Much
Better

Much
Better

Much
Better

Much
Better

Much
Better

Much
Better

Much
Retter

Much
Better

Somewhat
Better

Somewhat
Better

Somewhat
Better

Somewhat
Better

Somewhat
Better

Somewhat
Better

Somewhat
Better

Somewhat
Better

Appendix 1

No
Change

No
Change

No
Change

No
Change

No
Change

No
Change

No
Change

No

Change'

Scmewhat
Worse

Somewhat
Viorse

Somevhat
Worse

Somevhat
Worse

Somewhat
Worse

Somewhat
Worse

Somewhat
Worse

Somewhat
Worse

Much
Worse

Much
Worse

Much
Viorse

Much
Worse

Much
Worse

Much
Worse

Much
Viorse

Much
Worse

Indicate how you think these programs have affected the company's processes
Circle your best judgement of the change

and ways of handling situations.

in each case.

Situation

Hiring Practices

Promotion

;ayoff processes

Money for Training & Education
Community Relations

Setting of pay rates

Red Tape

Grapevine

How Much Change

(Circle One)

Much
Better

Much
Better

Much
Better

Much
Better

Much
Better

Much
Better

Much
Better

Much’
Better

Somewhat
Better

Somewhat
Retter

Somewhat
Better

Somewhat
Better

Somewhat
_ Better

Somewhat
Better

Somewhat
Better

Somewhat
Better

No
Change

No
Change

No
Change

No
Change

No
Change

No
Change

No
Change

No
Change

Somewhat
Worse

Somewhat
Worse

fomewhat
Worse

Someﬁhat

Worse

Somewhat
Worse

Somewhat

Worse

Somewhat
Worse

Somewhat
Worse

Much
Worse

Much
Worse

Much
Worse

Much
Worse

Much
Worse
Much
Worse
Much
Worse

Much
Worse
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5. In order to help us understand the data from the questionnzire, please
indicate whether or not you have beén rersonally interviewed by Boston
University staff during this study Yes No

6. We will appreciate sny additional comments you would like to make: Please
use back of this page.

Thank you for your cooperetion.

RIS e et e L i LT et e+ e e e B S it B i e ok o sl R T e ek S e et T Tl £

T L N N A
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July 1k, 1970
ACTIVITIES SCAL

Please rank (by numbering) the szctivities described below according to
what you believe should be done during the present decade. Put #l next
to activity or special effort you think most appropriate, #2 the nexy
most appropriate,etc. Please rank all seven zctivity descriptions.

# Let everyone achieve their goals through hard work and study without
starting any special programs in business for minority groups,

# Don't have any special efforts in business but see that every child
gets 3 goed educrticn in knowledge, skilis and character so thet
when he goes to work he can compete with others on an equal bgsis.

# Do as much as possible to let everyone know what johs are avajlable
so that qualified peopls from mincrity groups can apply and be hired
the same as everyone else.

# Eliminate all lews and regulations which can be used to prevent hirin
PR . I &
R people Trom minority groups or to msike it difficvli for ™em to stay

§ on their jobs.

# Give special assistance szo persons from minority groups can pass
hiring requirements and get special counseling to helr them keep
their jobs.

# _See that there azre people from minority groups in all levels, from
workers to top management, even if we have to change procedures
for selection and promction.

# Hire no one but people from minority groups for some time so that
we can correct nuickly the results of pest discrimination agajinst
them.
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The Activity CGcale and Activity Tndex

This appendix describes the scale constructed to assess respondents'
preferences for activity prowraﬂs to increase minority group inclusion
and participation 1n ine ustrv and business. In order to minimize surplus
meaning and get a "cleaner" resoponse, we called the scale an "Activity
Scale."

First, we describe the development of the scale and our conceptusal
intentions. The second part describes a scoring index for individuals
based cn their resvonse to the scale. Then we examine some of the
quantitative properties of the scale as reflected by preferences. The
last section describes some of the associations of Activity Scale data
with background dst= of respondents which ig evidence indiceting validity
of the scoring index.

I. Development of the Activity Scale

A. FPurmoses

Development of the Activity Scale has had several phases and versions.
Our initial purpose in deve¢opi g the scale wss to get st what from one
perspective could be czlled "rsc ih.' in emnloyment snd education. 1In
trying to move toward a scale with properties of a single dimension
along "action' or program lines, we have sltered, through several versions,
each item in order to obtain: (L) face validity, and (2) empirical
validation for the idea that the scale should heve dimensionality. We
have noted that chenging 2 word or two in certain items alters radically
the rank or choice position of the item. Pretest of the items was accomplished
with college students at Boston University and approximately fifty students
in zn all black college in Atlanta, Georgia. These preliminary data
were used to adjust the items for seguence, that is '"face dimensionality"
No intensive quantitative anzlysis of wore-test data was undertaken.

The methodology originally conceived consisted of & procedure
requiring comparison of items grouped by threes with the respondent
indicating which item of the itrisd he agreed with most and which he
agreed with least, A large number of triad combinations was required
in order to obtain comparisens of each item with all the other items.
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This "forced choice'" procedure met with no resistance when used
with college students, but a field test with the enlarged plan-
ning committee of persons from business companies evoked much dis-
satisfaction. Among other things, representatives of the employees
believed the repetition of items in different contexts would be
seen by the respondent as an attempt to trap him. Arousing this
feeling of entrapment would generate suspicion of the project and
questioning of the sincerity of explicitly stated objectives.

We agreed that such a reaction would be serious both with respect
to obtaining data and confidence in the accuracy of data obtained.
The compromise finally agreed upon lost many advantages by asking
respondents only to rank the seven items in order of preference.

The actual wording of the instructions was as follows:

"Please rank (by numbering) the activities descrilz=d
below according to what you believe should be dome
during the present decade. Put #1 next to activiz-
or special effort you think most approgriate, #2

the next most appropriate, etc.. Please rank all
seven activity descriptions."

The number of respondents varies among different tabulatiomns of

the data from 402 to 330. The latter figure represents tabulations
of data for only questionnaires which had complete data on all
questions as well as the Activity Scale. The summary figures
reported below are based on tabulations using data from 330 re-
spondents.

The seven items or statements of the Activity Scale are expressed

in terms of action alternatives for ways to increase the number

of people from minorities in business organizations. We felt that

a way to catch hold of "institutional racism'" was to present various
action strategies with a "positive tone or value'" and in as con-
crete action terms as possible. Presenting action alternatives
poses questions for choice more realistically than choice among

sets of attitudinal components and dimensions in racism. At the
same time, however, our approach may have blurred irretrievably

the concept of '"racism'.

Another way of viewing the scale dimension along an action con-

tinuum is to see the attitudes reflected by the items as ranging
from arch-conservative to most active militant.
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B. The Items

1. The first item of the activity scale, referred to as item A, is:

"Let everyone achieve their goals through hard work
and study without starting any special programs in
business for minority groups."

A summary phrase for item A is "Hard Work." We might note that
it was necessary to add the negative or exclusion issue so that
item A would not receive universal assent. This item expresses
the point of view often labeled 'the American Way', or the 'way
we made i.."

In the total scale, item A is the anchor for the conservative
view towards change and action to increase minority employment.
The implicit statement here is that the responsibility rests en-
tirely on the minority group member to ''make it'", and there exists
no major or unreasonably large barriers that cannot be overcome
by individual effort.

It is interesting to note that ten percent of the respondents
selected item A as their first preference when all seven items
were ranked. Thus, we were successful in obtaining expression
from individuals with views at variance to those current in action
programs for hiring minorities.

2. The second item on the activity scale, labeled item B for the
sake of analysis, is:

"Don't have any special efforts in business but
see that every child gets a good education in
knovledge, skills and character so that when he
goes to work he can compete with others on an
equal basis."

A short phrase for this item is "Early Education.' Again, as
in item A, the negative statement of ''mo special efforts in bus-
iness'" was required. ‘

The intent of item B is to catch the view that what is needed is
to give everyone a fair chance in entering the starting gates in
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the race. This metaphor was developed by high officials of the
United States Government in their justification of programs of
early education.

From the viewpoint of scale construction, item B caused much dif-
ficulty. In the pretest, instead of occupying a reasonably fixed
position in respondents' choices, rankings of item B showed no
consistent pattern but were spread all over. Siudents of psychol-~
ogy, the pretest respondent:, thought item B was the key item,
despite their expressed proclivity for action. With the explicit
exclusion of action programs in busiress, and explicitly specifying
equality in competition, item B seems to fall in place ordinally.

As in item A, item B implicitly rules out action for .the present
generation in favor of emphasis on action for the future generation.

Item B was the first prefer:znce of 17.1 percent z=f respondents.
Thus, 27 percent of the tefal group in this studr picked either
item A or item B as their first choice.

3. The label for item C, the third item, is '"Distribute Job Infor-
mation". Letting minority persons know of job availability rep-
resents some affirmative action. It assumes the usual channels

of communicating job availability bypass certain groups of indiv-
iduals or that a policy of making job opportunities known indicates
positive desire to hire qualified minority individuals. The exact
wording of item C is:

"Do as much as possible to let everyone know what
jobs are available so that qualified people from
minority groups can apply and be hired the same
as everyone else."

We found that the word '"qualified" plus the phrase '""the same as
everyone else" enabled respondents to distinguish the position

of this item from other positions. The aspect of racism implicit
in item C is that opportunity has been denied minority people

by keeping them from having the same information on job availa-
bility thus denying them the opportunity to apply for the same jobs
as everyone else. As in items A and B, there is no substantive
program for minority persons; the issue is one of recruiting in
such a way as to give everyone an equal chance to apply. Item C
represents a position of fairness through equal access to infor-
mation and does not point to any more affirmative actions.
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Twenty-two percent of tha group picked item C as their first pre-
ference. Since items A, B and C are not mutually exclusive, It is
reasonable to expect that most persons would place item C as one
of their first four choizes. 1In fact, roughly ninety-five percent
of respondents did place item C within their first four preference
ratings.

4,. The fourth item (D) is:

"Eliminate all laws and regulations which can be
used to prevent hiring people from minority
groups or to make it difficult for them to stay
on their jobs.”

The short phrase reflective of this position is '"Remove Discrim-
inatory Barriers.!" The attack on discrimination during the per-
iod immediately following World War II concentrated on the position
that laws and regulations were being used by companies to prevent
hiring or retaining persons of the minority. Action based on this
position is directed to searching out and eliminating ways in

{“‘ which race, religion or national origins (with sex and age added

’ later) were associated with laws and regulations which prevent
hiring and retaining people in these categories.

Use of the word "regulations" was intended to get at institution-
alized procedures bolstered by sanctions which operate in hiring
and retaining. There was a difficult decision for construction
-of position D in trying to evoke the concept of "which can be
used" as contrasted to the concept expressed in '"are used".

Interpreting position D in another way, the broad conception of
institutional racism is read into this position. The wording
for the fuller impact of institutional racism might be "which
have the effect of preventing hiring..." These extensions of
meaning in interpreting position D cannot be entirely avoided.
Indeed, each item has a range of extension or band of meaning
due to interpretation.

Twenty-three percent of respondents picked item D as their first
preference; only twenty-three percent did not pick item D as one
of their first four preferences.
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5. The fifth item (¥ m=y be labeled as "Special Programs'. 1In
some ways this item reflects current policies and practices of
government and Tmsiness in actively encouraging employment of
mimmrities, especially those programs related to persons of the
"hard-core" and'"disadvantaged'. Government sponsored programs
have paid special attention to the necessity for providing train-
ing in job skills, basic skills in communication, basic education
and so forth along with job counsellors and additional backup
services,

The wording of item E is:

"Give special assistance so persons from minority
groups can pass hiring requirements and get spe-
cial counseling to help them keep their jobs."

In wording item E we hesitated among '"'pass hiring requirements'',
to '"Pass equivalents for hiring requirements'", or indicating some
temporary waivers of hiring requirements. During pre-testing and
in talking with persons actively working in this area, there de-~
veloped a definite set of reasons for using the phrase '"'pass hir-
ing requirements'. Qur impression is that the direct confronta-
tion and challenge to "standards" c¢f hiring requirements would be
very difficult for persons to accept overtly. Covert and informal
behavior may differ from official behavior, but we found no strong
views about confronting the legitimacy of hiring requirements.

The twin issues of hiring and retaining are reflected in item E.
With a set of scale alternatives which was extended or stretched
out compared with the range of this scale, we would differentiate
these separate steps. More people seem willing to help others
acquire skills necessary to pass hiring requirements than are
willing to add special programs which help others retain their
jobs. It was our impression during pretest that persons most
familiar with programming for employment of the disadvantaged
preferred to put these two aspects, acquiring basic skills for
hiring and support in job retention, together with one program.

Given the fact that each of the companies in the group who an-

- swered the questionnaire had special programs, still only nine-

teen percent of respondents preferred this approach as their first
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alternative of "=z=:-ivity or special effort you think most appro-
priate during the rr=sent decade."

6. The sixth iter ~, may be labeled in brief as '""Equal Represent-
ation." In some zmemsz, it is logically not in sequence with ad-
jacent items (E amt 7).

Item F is worded -== "»llows:

""See that = _.z=== are people from minority groups in
all levels, “rom workers to top management, even if
we have tc c-ange procedures for selection and pro-
motion."

Item F was included to extend the upper (militant) end of the scale
in order to represent positions currently expressed. Proponents

of this position pr=dict that hiring minority persons will per-
petuate and accentu=zze retention and promotion issues unless there
are role models of minority success at most echelons of the com-
pany. Creation of strata and layers above which one finds no
minority persons will, they argue, create conditions operating to
discourage hiring minority personnel.

Inclusion of the phr—==se "even if we have to change procedures for
selection and promotion'" forced item F out of the universally
acceptable format with which all respondents could agree. The
wording "even if we have to change procedures for selection and
promotion" posed Zifficulties in interpretation. On the one hand,
people read in the sense of "as more relevant' which others read

in "without regard to standards and competencies." In future studies
separation is neem=d to clarify these interpretationms,

"Eight percent of the total number of respondents picked item F

as their first preference. Forty-one percent picked this as their
sixth or seventh preference.

7. The last item in the scale (G) provided an extreme anchor point
for respondents who want more decisive action much more quickly

in hiring minority persons. A short phrase to capture the spirit
of this item is '+ ~verse Quota",
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Item G is worded as follows:

"Hire no one but people from minority groups for
some time so that we can correct quickly the re-
sults of past discrimination against them.,"

We had difficulty in trying to specify the implied numbers of

such a reverse quota, and finally decided to push the statement

to its extreme by saying "Hire no one but people from minority
groups...''. In field tests, we found that people who wanted more
than a '"token quota'" were concerned for the notion rather than the
exact proportion. For some, establishing an exact number or pro-
portion in quota hiring was not as important as the idea of '"catch-
ing up" in some foreseeable period of time. For these people,

the commitment was to the value of catching up through overhiring.
There was also the value, for them, of rectifying a social injust-
ice, which at thzs same time raised the question of fairness or
justice for persons not of the minority.

{"' Only one percent of respondents picked item G as their first choice
and only six percent were willing to give second, third or fourth
position preferences to this item. Two-thirds of the people put
this item as the very last choice,

IT, Respondent Index Based on Activity Scale

Since the items on the Activity Scale represent different social
positions ranging from arch conservative (Item A) to active mili-
tant (Item G), it was decided to deriveé a method using Activity
Scale responses which would quantitatively. express each respondent's
position on the arch conservative-active militant continuum. In
other words, combine each respondent's activity response pattern
into an activity index that in some way summarized each respondent's
social stance.

We used the following method: A matrix was set up with the activ-
ity items (A, B, C, D, E, F, G) forming one dimension, and the
rank choices (1, 2, 3, 4, 5, 6, 7) possible for each item being
the other dimension (see Chart I). The body of the matrix con-
sists of the weights to be associated with rank choice for each
item, The final index is the sum of the respondent's rank choice
for each item as weighted by its position within the matrix.
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The weights within the matrix are position weights. The arrange-
ment of items in the Activity Scale represents the arch conserva-
tive position. Therefore, a respondent who ranked the items in
the same order as given on the Activity Scale should receive an
index of zero. This consideration fixes the diagonal of weights
in the matrix from upper left to lower right as zeros reflecting
the original ranking of activity items as ordered on the page.

The other weights are essentially measures of the distance the
respondent's ranking shifted a particular activity item from its
original position as given on the Activity Scale. This shift is
measured in arithmetic not algebraic terms. In other words, the
number of places shifted is counted but this method does not take
into account the direction of the shift. From the viewpoint of logic
there is an appeal to taking account of direction of shift as well
as amount of shift. The mathematical result, however, is to de-
crease the number of quantitative categories (indices) and thus,
decrease in range of the index increases the confounding of pat-
terns within categories.

Constructing the index from the amount of shift from original posi-
tion while it omits some logical refinement does give an expanded
scale allowing clearer categorization. Another advantagé is that

the simplicity of the method gives a more intuitive grasp of the
result than a more complex method. It was also found that com-
paring results using other methods gave a correlation index of

+0.94 so that the sophistication that might be gained by a taking
account of direction of shift did not appear significant when weighed
against the ability to understand and use the activity index.

Below are given the matrix used and illustrations of its use.
Chart I: Weights For Scores Assigned to Rank Order Preferences

Ranking by Respondent
1 2 3 4 5 6 7

A 0 1 2 3 4 5 6

B 1 0 1 2 3 4 5

'Activity Scale Items
=
P
w
N
-
o
-
N
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g

i

Examples of Use: (R = Rank, W = Weight)

#1 Score #2 Score #3 Score

Item Rank Weight RxW  Rank Weight RxW Rank Weight RxW
A 1 0 0 2 1 2 4 3 12
B 2 0 0 1 1 1 1 1 1
C 3 0 0 4 1 4 2 1 2
D 4 0 0 3 1 3 5 1 5
E 5 0 0 5 0 0 6 1 6
F 6 0 0 6 0 0 3 3 9

G 7 0 0 7 0 0 7 0 0
Index (Sum) 0 10 35

Examples of Use

#7 #8
R WRxW R W RxW

— e e—————

76 42 76 42

#4 #5
Item R W RxW R W RxW

— — Sr—

o ==
()}
1=

~J
(o))

A 54 20 6 5 30

B 31 3 53 15 6 4 6 4 24 64 24

D 46 O 31 3 13 40 O 2 2 4

E 14 4 14 4 32 32 6 14 4

F 71 7 42 8 51 24 8 33 9

RxW
42
24
c 21 2 21 2 21 2 52 10 52 10
3
6
5
12 16 6 43 12

G 6 1 6 70 0 43

— em—

Index(Sum)42 62 94 96 105
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Examples 7 and 8 are worth noting. Example 7 reverses the original
rank order of items as given in the scale resulting in an index

of 96. Logically, this wuld seem to result in the highest (most
militant) index. 1In fact, it does not as shown by example 8 where
rearrangement of the last four items (D, E, F, G) results in an
index of 105, the highest index revealed.

ITI. Tabulations of Activity Scale Data

In Table I the overall percentages for each item and rank position
are given. The items are not operating in a smooth curve, nor

is each item concorming to a single mode distribution. By in-
spection, it would appear that flatness of distribution is more
apparent than any other shape.

Table I: Percentage Distribution of Rank Order Preferences
Assigned Seven Items of Activity Scale N = 326

Item Specification  Rank

1 2 3 4 5 6 7

A  Hard Work 10.1 9.5 9.5 11.9 18.0 22.9 18.0

B Early Edu- 17.1 . 15.3 13.1 20.8 19.6 9.8 4.3
cation

C  Distribute 21.7 . 25.7 29.7 15.9 5.5 15.0 0.0
Job Information

D Eliminate 22.6 21.4 14.4 19.0 10.1 6.1 6.4
Discrimination

E Special 19.0 21.1 23.5 13.5 16.8 5.2 0.9
Program .

F  Equal 8.3 5.1 8.9 15.6 2G.5 37.0 3.7
Representation

G Reverse Quota 1.2 1.2 1.2 3.7 9.2 16.8 66.7

{
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Table II: Rankings of Individual Activity Scale Items
by Companies, Frequency Distribution

Item A - Hard Work Rank
Company Total 1 2 3 4 5 6 7
X 92 8 8 12 8 21 23 12
Y 234 24 23 19 31 38 52 47
All 326 32 31 31 39 59 75 59
Itém B -~ Early Education Rani
Company Total 1 2 3 4 5 6 7
X 92 12 14 16 26 14 4 6
Y 234 44 35 27 42 50 28 8
All - 326 56 49 43 68 64 .32 14
( Item C - Distribute Job Information Rank
Company Total 1 2 3 4 5 6 7
X 92 30 23 16 16 5 2 0
v 234 41 61 80 36 13 3 0
All 326 71 84 96 52 18 5 0
Item D -.Eliminate Discrimination Rank
Company Total 1 2 3 4 5 6 /
X 92 25 26 8 13 5 10 5‘
¥ 234 . 49 44 39 48 28 10 16
All 326 74 70 47 61 33 20 21
Item E - Special Programs Rank
. Company Total 1 2 3 4 5 6 7
X 92 11 15 32 15 16 2 1
{m Y 234 51 54 45 29 38 15 2
All 326 62 69 77 L4 54 17 3
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Table II: Rankings of Individual Activity Scale Items

by Companies, Frequency Distribution

Item F - Equal Representation Rank
Company Total 1 2 3 4 5 6 7
X 92 5 6 9 14 18 38 2
Y 234 22 14 20 37 49 82 10
All 326 27 - 20 29 51 67 120 12
Item G - Reverse Quota Rank
Company Total 1 2 3 4 s 6 7
X 92 1 0 d 2 12 11 66
Y 234 3 4 4 10 18 44 151
All 326 4 4 4 12 30 55 217
(J Table III: Rankings of Tndividual Activity Scale items
by Companies, rorcentage Distyibution
Item A - Hard Work Rank
Company Total 1 2 3 4 5 6 7
X 100.0 8.7 8.7 13.0 8.7 22,8 25.0 13.0
Y 100.0 10.3 9.8 8.1 13.2 16.2 22.2 20.1
All 100.0 10.1 9.5 9.5 11.9 18.0 22.9 18.0
Item B - Early Education Rank
Company Total 1 2 3 4 5 6 7
X 100.0 13.0 15.2 17.4 28.3 15.2 4.3 6.5
Y 100.0 18.8 15.0 11.5 17.9 21.4 12.0 3.4
All 100.0 17.1- 15,3 13.1 20.8 19.6 9.8 4.3
Item C - Distribute Job Information Rank
Company Total 1 2 3 4 5 6 7
(; X 1060.0 32.6 25.0 17.4 17.4 5.4 2,2 0.0
Y 100.0 17.5 26.1 34,2 15.4 5.6 1.3 0.0
Q All 100.0 21.7 25.7 29.7 15.9 5.5 1.5 0.0
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A
Table III: Rankings of Individual Activity Scale Items by
Companies, Percentage Distribution
Item D - Eliminate Discrimination Rank
Company Total 1 2 3 4 5 6 7
; X 100.0 27.2 28.3 8.7 14.1 5.4 10.9 5.4
Y 100.0 20.9 18.8 16.7 20.5 12.0 4.3 6.8
All 100.0 22.6 21.4 14.4 19.0 10.1 6.1 6.4
Item E - Special Programs Rank
Company Total 1 2 3 4 5 6 7
X 100.0 12.0 16.3 34.8 16.3 17.4 2.2 1.1
Y 100.0 21.8 23.1 19.2 12.4 16.2 6.4 0.9
All 100.0 19.0 21.1 23.5 13.5 16.8 5.2 0.9
{ Item F - Equal Representation Rank
Company Total 1 2 3 4 5 6 7
X 100.0 5.4 6.5 9.8 15.2 19.6 41.3 2.2
Y 100.0 9.4 6.0 8.5 15.8 20.9 35.0 4.3
All 100.0 8.3 6.1 8.9 15.6 20.5 37.0 3.7
Item G - Reverse Quota Rank
Company Total 1 2 3 4 5 6 7
X 100.0 1.1 0.0 0.0 2.2 13.0 12.0 71.7
Y l00.0 1.3 1.7 1.7 4.3 7.7 18.8 64.5
all 1l00.0 1.2 1.2 1.2 3.7 9.2 16.8 66.7

10"



- 99 - Appendix 3

Tebulations of Selected Questionnaire Data

The questionnaire data that was coliected by answers to questions
3 and b4, measured the amount and direction of change (Much Better, Better,
No Change, Worse, or Much Worse) as this was perceived in twenty different
areas of either orgsnizational processes or interpersonal relationships
between employees. "These twenty process variables were: Communication,
Teamwork, Getting Along with People, Productivity. Judging Work, Concern
for Individual's Welfare, Talking to Higher Management, Personal Achievement,
Trust, Favoritism, Fairness in Ansigning Work, Reaction to New Behavior
or Dress, Hiring Prazctices, Promotion, Layoff Process, Money for Training
znd Educstion, Community Releations, Setting Pay Rates, Red Tape, and
Grapevine.

The amount of change perceived by an individual for each of these
twenty variables was then releted to 1) his yesrs of service in the compeny,
2} nis cultural/racial backgrcund and, 3) his level of position in the
company. (Question 1 of the questionnaire).

Tables in Section I show the percentage distribution of answers
indicating the amount and directicn of change perceived for each of the
twenty varisbles in relation to the respondent's years of service in the
company. The total number of respondents on which the percentages are
based are also shown. Tables in Part A combine data from both companies.
Tables in Part B use data of Company X while tables in Part C show data
of Company Y.

Tables in Section II. also percentage distributions, relate the
amount and direction of change perceived for each of the twenty variables
to the cultural/racial background of the respondents. Again, Part A
includes data of both companies, Part B Company X, and Pert C Company Y.

Section III tables show the percentage distribution of answers
indicating the amount and direction of ch.ange perceived in relation to
the level of position held by the respondents. As in Sections I and IT,
Part A includes both companies, Part B only Company X. and Part C only
Company Y.

N, the actual nmunber of observations in each category on which the
percentages were beased is shown.

1¢8
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Percentage Distribution of Answers Indicating

Amount and Direction of Change in Personal

Interrelationships and Organizationel Processes

Arrangement of Tables
Indicated change in relations to years of service in company

Part A: Companies combined
Part B: Company X

Part C: Company Y
Indicated chénge in relation to cultural/racial bsackground

Part A: Companies combined
Part B: Company X

Part C: Company Y
Indicated change in relation to level of position

Part A: Companies combined
Part B: Company X

Part C:’ Company Y
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Percentage Distribution of Answers Indicating

Amount and Direction of Change in Personsl

Interrelationships and Orgenizational Processes

Section T: Change perceived associated with years of service in compeny

Part A: Companies combined

Process Veriable: Communication

Amount and Direction of Change
Total
Years in Much ) o Much
{V Company Better |Better |{Change| WorsejWorse |[Percent N¥
R Less than 1| 25.0 | 43.8 | 31.2 | «=<= [ ~=== | 100.0 32
1 -5 21.5 | L6.6 | 2L4.6 5,2 2.1 | 100.0 191
6 - 10 13.5 | 48.6 { 25.7 | 10.8 | 1.4 | 100.0 7k
11 - 15 © 13.6 | b4k.0 | 28.8 J11.9 | 1.7 | 100.0 59
Over 15 26.2 | 35.7 | 6.2 }11.9 | ---- | 100.0 L2
Total 19.6 | k5.3 | 26.1 7.5 1.5 } 100.0 398

*N = total number cof observations used in calculating percentages
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? Percentage Distribution of Answers Indicating

Amount and Direction of Change in Personal

Interrelationships and Organizational Processes

Section I: Change perceived associated with years of service in company

Part A: Companies combined

Process Variable: Teamwork

Amount and Direction of Change
1 ’ ! Total

Years in Much | No . Much

Company Better| Better|Change | Worse|Worse [Percent| N¥
i Iess than1 | 24.2 | b2,5 } 21.2 | 9.1 | 3.0} 100.0 | 33
) 1-5 - | 13.0} k0.0 37.3 | 6.5} 3.2} 100.0 |185

6 - 10 15,1 | 31.5 | s2.5 | 8.2 } 2.7 | 100.0 | 73"

11 - 15 10.2 { 33.9 | 4.6 |13.6 I 1.7 | 100.0 | 59

Over 15 k.3 } 40.5} 32.3 {11.9 | ---- | 100.0 4o

Total k.0 | 37.7 | 37.0 8.7 2.6 | 100.0 |392

*N = total number of observations used in calculating percentages
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P=r=~entage Distribution of Answers Indicating

smount and Direction of Change in Personal

Interrelationships and Organizational Processes

Section I: Change perceived associated with years of service in company

Part A: Companies combined

Process Variable: Getting Along with People

Amount and Direction of Change

. Total

Years in Much No Much -

Company Better |Better |Change {Worse|Worse |Percent| N¥
{ Less than 1 | 34.h | 31.2 | 21.9 }12.5] ---- | 100.0] 32
.k 1-5 | 22.1 | bh.7 | 23.7 7.4 2.1} 100.0 | 190

6 - 10 12.3 | k5.2 | 31.5 J11.0} ----| 100.0} 73

11 - 15 15.3 | 39.0 | 32.1 {1l1l.9 1.7 1 100.0}| 59

over 15 23.8 | kbo.5 | 28.6 | 7.1} ----] 100.0} k2

Total 20.5 | b2.3 ] 26.8 | 9.1 1.3 100.0} 396

N* = total number of observations used in calculating percentages
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Percentage Distribution of Answers Indicating

Amount and Direction of Change in Personal

Interrelationships and Organizational Processes

Section I: Change perceived associated with years of service in company

Part A: Companies combined

Process Variable: Productivity

Amount and Direction of Change
Total

Years In Much No Much -

Company Better |Better {Change | Worse {(Worse |Percent] N¥
g“ Less than 1 12.5 | 53.1 { 18.8 | 15.6 | ===~ -| 100.0 | 32

l-5 13.5 | 28.1 { 43.8 | 11.b 3.2 | 100.0 }185

6 - 10 8.3 | 20.8 | u7.3 | 15.2 | 8.3 | 100.0| 72

11-- 15 3.4} 31.0 } 46.7 | 17.2 1.7 | 100.0| 58

= 3

Over 15 19.5 | 31.7 | k1.5 7.8 | --~=- | 100.0{ Ll

Total | 11.6 | 29.6 | k2.5 | 12.9 3.k | 100.0 | 388

*N = total number of observations used in calculating percentages
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Percentage Distribution of Answers Indicating

Amount and Direction of Change in Personal

Interrelationships and Organizational Processes

Section I: Change perceived associasted with years of service in company

Part A; Companies combined

Process Variable: Judging Work

Amount and Direction of Change
Total

Years in Much No Much ;

Company Better |Better |Change | Worse |Worse |Percent | N¥
{ .Iess than 1 12.1 | 48.5 | 36.L 3.0 | ~--- | 100.0 | 33

l1-5 ' 16.9 | 27.9 | 45.9 6. 2.9 | 100.0 172

6 - 10 9.9 {23.9 | 47.9 {15.5 2.8 100.0 | 71

11 - 15 3.9 37.3 52.9 3.9°1 2.0 100.0  51

Over 15 12.5 | 35.0 { k7.5 5.0 | ~--- | 100.0 | 4o

Total 12.8 | 31.1 | 46.5 7.4 2.2 | 100.0 |367

*N = total number of observations used in calculating percentages
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Percentage Distribution of Answers Indicating

Amount and Direction of Change in Personal

Interrelationships and Organizational Processes

Chenge perceived associated with years of service in company

Part A: Conmpanies combined
Process Variable: Concern for Individual's Welfare
Amount and Direction of Change
Total

Years in Much No Much
Company Better {Better iChange | Yorse|{Worse |Percent! N¥
Less than 1 9.7 35.5 1 18,3 6.5 - 100.0 }{ 31
1-5 26.7 |38.0 |23.0 7.0 5.3 | 100.0 | 187
6 - 10 16.4 |31.5 135.7 |i2.3 | #4311 | 100.0 | 73
11 - 15 17.5 |Lk2.1 |28.1 |{10.5 1.8 { 100.0 | 57
Over 15 36.6 }26.8 |31.7 4,9 { -=-= | 100.0 | 41
Total 23.1 {36.1 }29.0 8.2 3.6 | 100.0 | 389

*¥N = total number of observations used in calculating percentages
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Percentage Distribution of Answers Indicating

Amount and Direction of Change in Personal

Interrelationships and Organizational Processes

Section I: Change perceived associated with years of service in company
Part A: Companies combined
Process Variable: Talking to Higher Management
Amount and Direction of Change
. e A T v e
Total
Years in Much No Much
Company Better [Better [Change |Worse [Worse | Percent] *N |
Less than 1 50.0 | 18.8 | 28.1 }---- 3.1} 100.0} 32
6 - 10 22.2 | 36.1 | 34.7 5.6 1.4} 100.0| 72
11 - 15 20.3 | k2.h | 32.2 3.4 1.7 100.0| 59
- Over 15 25.0 | 37.5 | 35.0 2.5 | === 100.0{ ko
Totel 26.2 | 35.7 | 32.8 3.8 1.5} 100.0 390 |

#N = total number of observations used in calculating percenteges
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Percentege Distribution of Answirs Indicating

Amount and Direction of Change in Personal

Interrelationships and Organizational Frocesses

Section I: Change perceived associated with years of service in company

Part A: Companies combined

Process Variable: Personal Achievement

Amount and Direction of Change

Total
Years in Much No Much
Company Better Better|Change | Worse| Worse | Percent| *N
{” Less than 1 | 23.3 | 36.7 | 40.0 | ===~ ] --<=-]| 100.0 | 30
1-5 | 19.1 | ho.k | 32.8 L.h 3.3 | 100.0 }183
6 - 10 i8.3 | 22.5 | 53.6 | k.2 1.4 ] 100.0 | 71
11 - 15 1k.0 ha.lv 36.8 5.3 1.8 | 100.0 | 57
over 15 25.0 | 32.5 | k.5 S 100,0 | Lo
Totel 19.2 {36.2 | 36.8 ] 3.7 2.11! 100.0 381

*N = total number of observations used in calculating percentages
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b
- Percentage Distribution of Answers Indicating
Amount and Direction of Change in Personal
Interrelationships and Organizational Processes
Section I: Chenge perceived associated with years of service in company
Part A: Companies combined
Process Variable: Trust
Amount and Direction of Change
Total
Years in Much No Much
Company Better| Better| Change| Worse|Worse | Percent{ Ii*
l1-56- | 12.6 29.5 { 5.6 | 15.8 5.5 | 100.0 {183
6 ~ 10 8.5 26.8 | 36.6 | 22.5 5.6 ] 100.0 | T1
Over 15 19.5 | 26.8 | 39.1 |12.2 2.b | 100.0 | 41
Totel 1k.0 § 27.5 | 36.h }|17.h k.71 200.0 {385
~
*N = total number of observations used in calculating percentages
:f‘e,
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Percentage Distribution of Answers Indicating

Amount and Direction of Change in Personal

Interrelationships and Crganizational Processe-

Section I: Change perceived associated with years of service in company

Part A: Companies combined

Process Varisble: Favoritism

Amount and Direction of Chenge
Total

Years in Much No : Much ;

Company BetterBetter [Change | Worse|Viorse |Percent | N¥
{ Less than 1| 6.5 | 29.0 | 51.6 |12.9 | ---- | 100.0 | 31

1-5 3.8 | 19.8 | sk.5 |13.7 8.2 | 100.0 | 182

6 - 10 2.8 | 18.3 | k7.9 |18.3 ‘12.7 100.0 71

11 - 15 1.9 | 20.8 | 52.8 |24.5 }---- 100.0 | 53

Over 15 12.5 | 12.5 | 70.0 | 2.5} 2.5 | 100.0° ] Lo

Total Y5 1 19.6 | sk.b | 1k4.9 6.6 { 100.0 | 377

*N = totel number of observetions used in celculsting percentages

EB@?? | B 119




Appendix 3
- 111 -

Percentage Distribution of Answers Indicating

Amount and Direction of Change in Personal

Interrelationships and Organizational Processes

Section I: Change perceived associated with years of service in company

Part A: “ompanies combined

Process Variable: Fairness in Assigning Work

Amount and Direction of Change

Total

Years in Much No Much [~

Company Better| Better] Change | Worse|Worse | Percent| N

Less than 1 | 26.7 | 23.3} 30,0 |16.7 | 3.3 | 100.0} 30
L - 5 10.6 | 25.6 | 5.5 |13.3 | 5.0 | 100.0 |180

’) - 10 8.5 | 22.5 | ¥2.3 |2l.1 | 5.6 | 1000 71
[-11 - 15 10.5 } 19.3 ] 57.9 |10.5 | 1.8 | 100.0 | 57

Over 15 14.6 | 26.8 | 53.7 4,9 | ---- | 100.0 | k1

Total’ 11.9 | 2k.0 | 46.4 §13.7 L,0 | 100.0 |379

*¥N = total number of observations used in celculating percentages
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Percentage Distribution of Answers Indicating

Amount and Direction of Change in Personsal

Interrelationships and Organizational Processes

Section I: Change perceived associated with years of service in company

Part A: Companies combined

Process Variable: Reaction to New Behavior/Dress

Amount and Direction of Change
Total

Years in Much No Much |-

Company Better |Better| Cnange| Worse |Worse | Percent| N¥
i Less than 1 | 20.0 | 16.7 | 4%0.0 | 13.3 | 10.0 | 100.0 | 3¢!

1-5 | 12.7 | 32.6 | 37.0 | 1.k | 3,3} 100.0 |181

6 - 10 11,0 | 32.9 | 21.9 | 26.0 8.2 | 100.0 | 73

11 - 15 19.3 | 22.8 | 26.3 | 22.8 8.8 | 100.0 | 57

Over 15 -~ 27.5 | 25.0 | 20.0 | 17.5 | 10.0| 100.0 | kO

Total 15.5 | 29.1 | 31.0 | 18.1 6.3 ] 100.0 §381

*N = toial number of observations used in geleculating percentages
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Percentage Distribution of Answers Indicating

Amount end Direction of Change in Personal

Interrelationships and Organizational Processes

Section I: Change perceived associeted with years in company

Part A: Companies combined

Process Variakle: Hiring Practices

Amount and Direction of Change
Total

Years in Much No Much | -

Company Better Bgtter Change| Worse Worse | Percent| N*
{ Less then 1 | 34,4k | 34k 1 25.0 | ---- | 6.2 | 100.0| 32

1-5 31.5 | 32.6 | 16.6 | 13.8 5.5 | 100.0 | 181

6 - 10 19.2 | 37.0 | 13.7 | 20.5 9.6 100.0 | 73

11 - 15 25.0 | 30.4 | 19.6 | 23.2 1.8 | 100.0] 56

Over 15 33.3 } 31.0 | 19,0 | 16.7 { ===~ | 100.0 | L2

Total 28.6 } 33.2 | 17.4 | 15.6 5.2 | 100.0 |38k

%N = total number of observations used in calculating percentages

& ,&ix-&i\
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ig Percentage Distribution of Answers Indicating

Amount and Direction of Change in Personal

Interrelationships and Organizational Processes

Section I: Change perceived associated with years of service in company

Part A: Companies combined

Process Varisble: Promotion

Amount and Direction of Change

Total

Years in Much No Much [~

Company Better |Better] Change| Worse| Worse Percend N*
. Less than 1 | 18.8 | 37.5; 37.5 | 3.1} 3.1| 100.0| 32
‘ 1-5 | 16.0 | 32.6] 35.4 | 10.7| 5.3| 100.0] 187

6 - 10 12.3 | 30.1| 31.6 | 23.3 2.7 100.,0{ T3

11 - 15 13.6 | 35.6 | 40,6 | 10,2 | ----| 100,0] 59

Over 15 15.0 | k5,0 32.5 7.5 ---<]| 100.0} Lo

Total 15.1 | 34.3{ 35.3 | 12.0 3.3} 100.0} 391

*N = total number of observations used in calculating percentages
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e
Percentage Distribution of Answers Indiceting

Amount and Direction of Change in Personal

Interrelationships and Qrganizational Processes

Section I: Change perceived associated with years of service in company

Part A: Companies combined

Process Varisble: Layoff Processes

_
Amount and Direction of Change
Total
Years in Much No Much -
Company Better j|Better |Change | Worse |Worse | Percent |li¥%
{ Less then 1| 6.5 | 16.1 | k1.9 |25.8 | 9.7 | 100.0 | 31
1-5 1 11.5 | 18.1 | k8.4 {1s5.h | 6.6 100.0 |182
6 - 10 . 8.5 | 12.7 | 56.3 }18.3 4,21 100.0 | 7L
11 - 15 11.9 | 16.9 | 54.2 |13.6 3.4 1 100.0 | 59
Over 15 10.0 | 22.5 | 62.5 5.0 | ===~ | 100.0 | b0
Total - 1o0.4 | 17.2 | 51.8 {15.4 5.2 { 100.0 {383

*N = total number of observations used in calculating percentages
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: Percentage Distribution of Answers Indicating
Amount and Direction of Change ih Personal
Interrelationships and Organizational Processes
Section I: Change perceived associated with years of service in company
Part A% Companies combined
Process Variasble: Money for Training and Educetion
Amount end Direction of Change
A Total
Years in Much - No Mueh |°
Company Better| Better |Change |Worse Worse [Percent| N#
{ | Less than 1 | 26.7 | L4oc.0o | 23.3 | 6.7 | 3.3 |100,0:| 30
1-5 Lo.2 | 35.2 | 17.3 h.s 2.8 |100.0 {179
6 - 10 31.0 { k5.1 | 18.3 2.8 2.8 |100.0 | 71
11 -~ 15 27.6 | k6.5 | 0.7 5.2 | =--= |100,0 | 58
Over 15 43.6 } 33.3 | 23.1 |ee=e | === 1100.0 | 39
Total 35.8 | 39.0 | 19.1 | k4.0 | 21 ]100.0 377
AN = total number of observations uséd in calculating percentages
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Percentage Distribution of Answers Indicating

Amount and Direction of Change in Personal

Interrelationships and Organizaetional Processes

Section I: Change perceived associasted with years of service in company

Part A: Companies combined

Process Variable: Community Relations

Amount and Direction of Change

Total
Years in Much No Much -
Company Better] Better]| Change | Worse|Worse [Percent] N¥
{ Less than 1| 20.7 | 5.8 17.2 | 6.9 | 3.4 | 100.0 | 29
1-5 22.b | k3.7 1 27.0 L.6 2.3 | 100.0 |17k
6 - 10 17.6 | 5.6 | 25.0 {10.3 1.5 | 100.0 | 68
11 - 15 18.5 1 33.3| 31.5 |13.0 | 3.7 | 100.0 | Sk
Over 15 36.6 | 39.1 1 1L.6 7.3 2.4 | 100.0 | Wi
Total 22.b } ho.6 ] 25.1 '7.h 2.5 { 100.0 {366

*N = total number of observations used in calculating percentages
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Percentage Distribution of Answers Indicating

Amount and Direction of Change in Personal

Interrelationships and Organizational Processes

Section I: Change perceived associated with years of service in company

Part A: Companies combined

Process Variable: Setting Pay Rates

Amount and Direction of Change

i

Total
Years in Much No Much | ;
Company Better Bgtter Change | Worse] Worse | Percent! N¥ .
Less than 1| 9.7 | 16.1 | 58.0 | 9.7| 6.5 100.0 | 31 ¢
l1-5 7.7 | 21.3 | 57.9 | 8.7 4.b | 100.0 {183 ?
6 - 10 5.6 23.9 | 59.3 | 8.4| 2.8} 100.0| 71 é
11 - 15 3.4 | 25.9 57.0 10.3 3.4 { 100.0 | 58 é
over 15 | 12.2| 26.8 | 58.6 | 2.4 | ---- | 100.0 | M1 é
Total 7.3 1 22.7 | 58.1 | 8.3| 3.6 | 100.9 |38k .

)
i
i

*N = total number of observations used in calculating percentsges
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Percentage Distribution of Answers Indicating

Amount and Direction of Change in Personal

Interrelationships‘and Organizational Processes

Section I: Change perceived associated with years of service in company

Part A: Compenies combined

Process Variable: Red Tape

Amount and Direction of Change
\ Total

Years in Much No Much [

Company Better| Better| Change | Worse| Worse |Percent| N#¥
i Less than 1 3.1 20.7 | 37.9 }20.7| 17.3 | 100.0 ) 29
w 1 -5 3.4 12.7 1 67.9 |10.2 5.7 1 100.0 |17h

6 - 10 2.9 11.8 1 61.7 |22.1 1.5 | 100.0 | 68

11 - 15 3.6 2L.4 | 55.3 |17.9 1.8 | 100.0{ 56

Over 15 7.7 23.1 | 61.5 7.7 ~---- ] 100.0 } 39

Total 3 3.8| 15.6 | 61.8 [1s.2| 4.6 | 100.0 {366

*N = total number of observations used in calculating percentages
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'iB‘ Percentage Distribution of Answers Indicating

Amount and Direction of Change in Personal

Interrelationships and Organizational Processes

Section I: Change perceived associated with years of service in company

Pert A: Companies combined

Process Variable: Grapevine

Amount and Direction of Change

Total

Years in Much No Much

Company Better |Better {CThange |Worse] Worse |Percent| N*
- Less than 1 10.3 | 10.3 | 44,9 {13.8 | 20.7 | 100.0 | 29
: 1-5 6.k | 11.7 | 56.3 [16.3 | 9.3 | 100.0 |172

6 - 10 6.0 13:h 53.7 |17.9| 9.0 | 100.0 | 67

11 - 15 13.0 | 18.5 {53.7 { 7.4 7.4 |100.C 5h

Over 15 20.5 | 17.9 | 53.9 5.1 2.6 | 100.0 | 39

‘Total . 9.1 |13.6 | 5k.3 J13.9| 9.1 | 100.0 |361

*N = total number of observations used in calculating percentages

129



_ 121 - Appendix 3

g

Percentage Distribution of Answers Indicating

Amount end Direction of Change in Personal

Interrelationships and Organizational Processes

Section I: Change perceived associated with years of service in company

Part B: Company X

Process Variasble: Communication

Amount and Direction of Change

’ Totel
Yeers in Much No Much [
" Company Better|Better |Change | Worse {Worse |Percent; N#
5§‘ Less than 1| 20.0 | 48.0 | 32.0 | -=-= | ===~ | 100.0 | 25
1-5 36.9 | 43.1 | 13.8 | 6.2 | -=-= | 100.0 | 65
6 - 10 25.0 | 55.0 | 15.0 5.0 | ==-= | 100.0 | 20
11 - 15 22.2 | 22.2 | bh.5 |11.1 | ---- | 100.0 | - 9
Over 15 46.1 | 15.b | 15,4 23,1 | ---- | 100.0 | 13
Total 31.8 | 41.7 | 19.7 | 6.8 | === | 200.0 {132

*N = total number of observations used in calculating percentages
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Percentage Distribution of Answers Indicating

Amount and Direction of Change in Personal

Interrelationships and Orgenizational Processes

Section I: Change perceived associated with years of service in company

Part B: Company X

Process Variable: Teamwork

Amount and Direction of Change

Toteal

Years in Much No Much |—
Company Better |Better |Change | Worse] Worse |PercentiN*
. Less than 1 | 26.9 42,2 19.2 | 7.7] 3.8 100;0 26
. 1-5" 19.0 | k2.9 | 31.7 4.8 1.6 | 100.0 | 63
6 - 10 36.8 | 15.8 | 31..6 }110.5| 5.3 | 100.0} 19
11 - 15 11.1 § 33.3 | 33.3 {22.2| ---- | 100.0| 9
Over 15 23.1 | 30.7 | 23.1 |23.1| eee- | 100.0 | 13
Total ~ 23.1 | 36.9 | 28.5 9.2 2.3 | 100.0 }13¢C :

* N = total number of observations used in calculating percentages
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Percentage Distribution of Answers Indicating

Amount and Direction of Change in Personal

Interrelationships and Organizaticnal Processes

Section I:

Chiange perceived associated with years of service in company
Part B: Company X

Process Variable:

ey

Getting Along with People
Amount aend Direction of Change
Totzl
Years in Much No Much [~
. Company Bettex| Better Change Worse:|{Worse | Percent| N¥
) 1-5 38.5 | 47.7 | 10.8 | 1.5 | 1.5 ]| 100.0 | 65
6 - 10 26.3 | 57.9 | 15.8 |==w- we=- | 100.0 | 19
11 - 15 22.3 { 33.3 | 33.3 }11.1 | ---- ] 100.0 9
over 15 h’6o2 ls.u 3097 7-7 - = loo.o i 13
Total 35.¢ | h2,7 { 16.8 3.8 0.8 | 100.C |131

* N = total number of observations used in calculating percentages
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Percentage Distribution of Answers Indicating

Amount an.. Direction of Change in Personal

Interrelationships and Organizational Processes

Section I: Change perceived associated with years of service in company

Paert B: Company X

Process Variable: Productivity

Amount and Direction of Change
Total
Years in Much No Much I —
Company Better}Better|Change| Worse[Worse | Percent| N¥
.. Less than 1| 8.0 | 60.0 | 12.0 | 20.0 | ---- | 200.0 | 25
) 1-5 18.0 | 34.5 | li.0 | L9} 1.6} 100.0}| 61
6 - 10 21.1 | 26.3 | 36.8 | 10.5 5.31 100.0 { 19
11 - 15 11.1 | ---- | 33.3 | 55.6 | ---- | 100.0 | 9
Over 15 25.0 | 25.¢ | W1.7 8.3 { ---- | 100.0}{ 12
Total 16.7 | 34.9 4 34,1 b 12.7 | 1.6 | 100.0 {126
* N = total number of observations used in calculating percentages
{\
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f; Percentage Distribution of Answers Indicating

Amount and Direction of Change in Personal

Interrelationships and Organizational Processes

Section I: Change perceived associated with years of s2rvice in company

Part B: Company X

Process Variable: Judging Work

Amount and Iirection of Change
Total

Years in Much No Much :

Company Better| Better|Change |Worse|Worse | Percent| N¥
s Less than 1 11.5 { 53.9 | 34.6 |-ece | «w--| 100.0 | 26
‘ 1-5 25,4 | 32.2 {1 37.3 | 5.1 -=--] 100.0 | 59

6 - 10 22.2 | 33.3 | 27.8 |16.7 | ----| 100.0 | 18

11 - 15 4.3} 28.6 | 4k2.8 }14.3| --e=| 100.0] 7

Over 15 7.3 | 27.3 1 36.3 9.1 ] ----} 100.0 | 11

Total 21.5 | 36.4 | 35.5 | 6.6 | ---=| 100.0 |121

*N = totel number of observations used in calculating percentages

'4.,/m':"1;. '
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Qﬁ Percentage Distribution of Answers Indicating

Arount and Direction of Change in Personal

Interrelationships and Organizational Processes

Section I: Change peiceived associated with years of service in company

Part B: Compeny X

Process Variable: Concern for Individual's Welfare

Amount and Direction of Change
Total

Years in Much No Much =

Company Better| Better {Change| Worse|Worse |Percent| N*
' Less than 1 8.3%1 29.2 | 58.3 hy,2 | ---- | 100.0{| 24
‘ 1-5 b1.9§ 32.4 L17.7 | 3.2 u.8| 100.0f 62

6 - 10 21.1 | 36.8 | k2.2 | ===- | -==~-} 100.0 | 19

11 - 15 11.1 | 22.2 | 55.6 | 11.1 | ---- | 100.0 9

Over 15 33.3 1 16.7 | 50.0 | ~eec | -=== | 100.0 | 12

Total . 29.k | 30,2 | 34.8 3.2 2.4 | 100.0 |126

*N = totel number of observations used in calculating percentages

,M&&«\
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Percentage Distribution of Answers Indicating

Amount and Direction of Change in Psrsonal

Interrelationships and Orgenizetional Prccesses

Section I: Change perceived issociated with years of serviece in company

Part B: Company X

Process Variable: Talking to Higher Management

Amount and Difection of Change
Total

Years in Much - No Much :

Company Better| Better| Change | Worse| Worse |Percent] W
f‘ Iess than 1 56.0 | 12.0 32.0 - ~——— 100.0 | 25
) 1-5 30,6 | 35.6 | 30.6 | 1.6 | 1.6 | 100.0 | 62

6 - 10 38.9 | 33.3 | 22.2 5.6 | =--- ] 100.0 | 18

11 - 15 11.1 | 33.3) 55.6 |~-w~ | ---- ] 100.0 9

Over 15 25.0 | k1.7 1] 33.3 |w=-= | ==-- | 100.0 | 12

Total . 34.9 | 31.0 | 31.7 1.6 0.8 | 100.0 |126

*N = total number of observations used in cslculating percentages

i“:é\&mf‘;\
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Percentage Distribution of Answers Indicating

Amount &and Direction of Change in Personal

Interrelationships and Orgenizational Processes

Change perceived associated with yeare of service in compeny

Part B: 'Company X

Process Varisble: Personal Achievemernt

Amount and Direction of Change
Total

Years in Much No Much [

Company Better| Better| Change [Worse{Worse | Percent| N¥
§' iéss than 1 21.7 34.8 | L3.5 -———— ———— 100.0 | 23

1-5 33.3] 33.3 | 28.4 3.3 1.7 100.0 | 60

6 - 10 30.0} 3¢.0} 4.0 ]---- | ~--==] 100.0 }| 20

11 - 15 ———— 56.6 | bbb - -===| 100.0 a

Over 15 50.0 | 25.0 | 25.0 |--=-- | ===~} 100.0 ] 12

Total 29.8 33.9 ] 33.9 1.6 0.8} 100.0 {12k

*¥N = total number of observations used in calculating percentages

137



Appendix 3
-~ 129 -

ﬂi Percentage Distribution of Answers Indicating

Amount and Direction of Change in Personal

Interreletionships and Organizational Processes

Section I: ( ange perceived associated with years of service in company

Part B: Company X

Process Variable: Trust

Amount and Direction of Change
Total

Years in Much No Much -

Company Better| BetterjChange| Worse {Worse jPercent| N*
§V\ Iess than 1 29.2 20.8 37.5 12.5 ——— 100.0 | 24
”' 1-5 21,71 35.0} 35.0 | 5.0 | 3.3 100.0 | 60

6 - 10 16.7 | 50. e== | ===- ] 200.0 | 18

11 - 15 2.2 22.2 334 22.2 ———— 100.0 9

Over 15 25.1 33.3 33.3 8.3 ———— 100.0 { 12

Total . 22.8 33.3 35.0 7.3 1.6 | 100.0 {123

*N = total number of observetions used in calculating percentages
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Percentage Distribution of Answers Indicating

Amount and Direction of Change in Personal

Interrelationships and Organizational Processes

Section I: Change perceived associated with years of service in company

Part B: Company X

Process Variable: Favoritism

Amount and Direction of Change
Total

Yeers in Much No Much :

Company Better| Better| Change |WorsejWorse |Percent{ N¥
i Less then 1 8.0| 24.0| 56.0 |12.0 | ---- | 200.0| 25

l -5 3.4} 28.8 1 50.8 8.5 8.5 | 100.0 ] 59

6 - 10 5.6 | 33.3 ] 38.8 [16.7] 5.6 | 100.0 | 18

11 - 15 eee={ -=-- ] 83.3 {16.7 | ---- | 100.0 6

Over 15 18.2 1 27.3 | 54.5 je~e-} -=--- 1 100.0;{ 11

Total 5.9 26.9 } 52.1 }10.1 5.0 | 100.0 }119

*N = total number of observations used in calculating percentages

‘;{ .
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Percentage Distribution of Answers Indicating

Amount end Direction of Change in Personal

Interrelationships and Organizational Processes

Section I: Chenge perceived associated with years of service in company

Part BI Company X

Process Variable: Fairness in Assigning Work

Amount and Direction of Change

Total
Years in Much No Much [
Company Better| Better| Change| Worse| Worse }Percenty N¥
{ Less then 1 | 32.0 | 20.0 | 2k.0| 20.0| 4.0] 100.0{ 25
l1-5 1 11.7{ 30.0{ k5.0 8.3 5.0 | 100.0{ 60
6 - 10 22.2 | 38.9| 27.8 | 11.1 | =---| 100,0| 18
11 - 15 22.2 | 22.2 | 55.6 | ~=== | ---- | 100.0{ 9
0ve£ 15 38.5 | 15.4 | 38.h 7.7 | =---- 1 100.0} 13
Total | 20.8 27.2 | 38.4 16.& 3.2 § 100.0} 125

*N = total number of observations used in calculating percentages

i
r./’fi&-a‘
N ¢
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Apprmidie 3

Percentage Distribution of Answers Indicating

Amount and Direction of Change in Personal

Interrelationships and Organizational Processes

Section I: Change perceived associated with years of service in company

Part B: Company X

Process Variable: Reaction to New Behavior/Dress

Amount snd Direction of Change

Total
Years in Much No Much .
Company Better| Better| Change; Worce| Worse |Percent] N*
{ less then 1| 16.7| 16.7| 5.8 | 12.5| 8.3 | 100.0 | 24
1-5 | 15.8 | 33.3 35.1 | 1k.0 1.8 . 100.0 | 57
6 - 10 15.8 | 31.6 | 36.8 | 15.8 | --a- ( 100.0 | 19
11 - 15 12.5 1 12.5 | 37.5 | 12.5 | 25.0 | 100.0 8
Over 15 25,0 | 33.4 8.3 | 25.0 8.3 { 100.0 | 12
—
Total - 16.7 | 28.3 | 35.0 | 15.0 5.0 | 100.0 |12

*N = total number of observations ‘used in calculatihg percentages
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Percentage Distribution of Answers Indicailing

Amount and Direction of Change in Personal

Interrelaticnships and Orgenizational Processes

Section I: Change perceived associated with years of service in company

Part B: Company X

Process Varisble: Hiring Preetices

Amount and Direction of Change
Total

Years in Much No Much [~

Company Better|Better|Change { Worse|Worse |Percent| N*
{ Less than 1| 36.0 | 28.0 | 28.0 |---- | 8.0 | 100.0 | 25

l -5 34,k | 36.1 | 24.6 3.3 l.6 § 100.0 | 61

6 - 10 21.1 | 36.7 | 31.6 5.3 5.3 | 100.0 | 19

11 - 15 11.1 § 22.2 | 22.2 |Lh.5 } ---~ | 100.0 | 9

Over 15 38.5 { 38.5 | 23.0 |~=v= | ~=-=- 1 100.0 }| 13

Total 31.5 | 33.9 } 26.0 5.5 3.1 | 100.0 127

#N = total number of observations used in calculating percentages
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Percentage Distribution of Answers Indicating

Amount and Direction of Change in Personal

Interrelationships and Organizational Processes

Section I: Change perceived associated with years of service in company

Part B: Company X

Process Varisble: Promotion

Amount and Direction of Change

Total
Years in Much No Much e
Company Better; Better} Change |Worse|Worse |Percent| N*
5’ Less than 1 16.0 | Lo.o 36.0 4,0 L,0o{ 100.0 | 25
| 1 =5 28.6 | 3L.7 | 28.6 6.3 4.8 | 100.0 63
6 - 10 26.3 1 26.3 | 36.9 }10.5 | -~~~ ] 100.0 | 19
11 - 15 22.2 33.3 Ly 5 ———— ——— 100.0 9’
Total 25.0 1 35.2 31.2 5.5 3.1 100.0 }128

*N = total number of observations used in calculating percentages

/" S
\ ¢
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Percentage Distribution of Answers Indicating

Amount and Direction of Change in Personal

Interrelationships and Orgsnizational Processes

Section I: Change perceived associated with years of service in company

Part B: Company X

Process Variable: Layoff Processes

Amount and Direction of Change

Total
Years in Much No Much =
Company Better| Betteri Change |Worse|Worse |Percent| N¥
{’ Less than 1 b2 8.3} b5.8 {29.2 { 12.5 | 100.0 | 2k
1-5 | 6.7 | 20.0! 46.6 |21.7 | 5.0 | 100.0 | 60
6 - 10 16.7 5.6 1 72.1 5.6 | =--- | 100,0 | 18
11 - 15 11.1 | === 77.C - | 11.1 | 100.0 éw“
Over 15 27.3 | 18,2 | 54.5 |eeee | ==-= | 100.0 | 11
Total 9.8 | 13.9 | 53.4 117.2 5.7 | 100.0 |122

#N = total number of observations used in calculating percentages
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Percentage Distribution of Answers Jndicating

Amount and Direction of Change in Personal

Interrelationships and Organizational Processes

Section I: Change perceived associated with years of service in company

Part B: Company X

Process Varisble: Money for Treining and Education

Amount and Direction of Change
Total

Years in Much No Much [

Company Better |Better| Change | Worse}Worse |Percent| N¥
{ Less than 1 20.8 | 37.5 | 29.2 8.3 L.2 | 100.0 | 2k

1-5 sh.b | 26.3] 7.0 | 7.0 5.3 1 100.0 | 57

6 - 10 h1.,2 | 35.3 | 17.6 5.9 =--- | 100.0 | 17

11 ~ 15 33.3 [ 445 | 11,1 |11.1 | --=- | 100.0 | 9

Over 15 69.2 23.1 7.7 ——— ———— 100.0 13

Total 45,9 30.8 13.3 6.7 3.3 100.0 |120

*N = total number of observations used in calculating percentages

,d%\
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Percentage Distribution of Answers Indicating

Amount and Direction of Change in Personal

Interrelationships and Organizational Processes

Section I: Change perceived associated with years of service in compsany

Part B: Company X

Process Variable: Community Relations

Amount and Direction of Change

Total

Years in Much No Much :
Copany Better Bepter Change| Worse|Worse | Percent | N*

¢  Less then 1| 13.0 | 56.6 | 17.k | 8.7 | 4.3 | 100.0 | 23

| 1l - 5 27.3 3k.5 30.9 5.5 1.8 100.0 55 i
6 - 10 11.8 | 58.8 | 29.b | === | ===~ 100.0 |17
11 - 15 12.5 . 37.5 37.5 | ===~ 12,5 | 100.0 8
Over 15 33.3 41.7 | 25.0 ————— ---- | 100.0 } 12
Total 21.7 | 43.6 1 27.8 | k.3 2.6 | 100.0 [115

#N = total number of observations used in calculating percentages
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Percentage Distribution of Answers Indicating

Amount and Direction of Change in Personal

Interreletionships and Organizational Processes

Section I: Change perceived associated with years of service in company

Part B: Ccmpany X

Process Variable: Setting Pay Rates

Amount znd Direction of Change
Total

Years in Much No Much -
Company Better [Better |Change | Worse|Worse |Percent | N¥
{ Less thean 1 8.0 ]16.0 | 60.0 8.0 8.0 | 100.0 | 25
| 1 7”§Kw ' 14.0 | 19.3 | 45.7 [1k.0 7.0 | 100.0 | 57
6 - 10 5.9 | 35.3 | 8.8 | ---- | ---- ] 100.0 | 17
11 =15 | ===- 22.2 | Wy,5 22,2 | 11.1 | 100.0 9
Over 15 7.7 | 38.4 | b6.2 7.7 { ==---} 100.0 | 13
Total 9.9 | 23.1 | 50.5 |10.7 5.8 | 100.0 |121

*N = total number of observations used in calculating percentages
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Appencix 3

Percentage Distribution of Answers Indicsting

Amount and Direction of Change in Personal

Interrelationships and Organizational Processes

Section I: Change perceived associated with years of service in company

Part B: Company X

Process Variable: Red Tape

Amount end Direction of Change
Total

Yesrs in Much No Much [

Company Better| Better| Change | Worse jWorse |Percent! N¥*
. Less than 1 | ---- | 17.4 | 39.2 j21.7 | 21.7 | 100.0 |} 23
“ 1 -5 | 9.1| 4.5 63.6 | 7.3 | 5.5 | 100.0 | 55

6 - 10 6.7] ----}] 80.0 §13.3 | ---~- | 100.0 } 15

il - 15 12.5§ 12.5 ]| 37.5 {25.0 } 12.5 | 100.0 8

Over i5 18.2 | 27.3 | 45.4 9.1 | -=-~= | 100.0 | 11

Tctal 8.0} 1h.3 57.2 }12.5 8.0 | 100.0 {112

*N = total number of observations used in calculeting percentages
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?ﬁ Percentage Distribution of Answers Indicating

Amount and Direction of Change in Personal

Interrelationships and Organizational Processes

Section I: Change perceived associated with years of service in company

Part B: Company X

Process Varisble: Grapevine

Amount and Direcvtion of Change
Total

Years in Mach No Much -

Company Better| BetterjChange |[Worse |Worse |Percent| N¥*
) Less than 1 h.2 | 12.5 | 45.8 J12.5 | 25.0 | 100.0 § 2k
{

1-5 7.5 1 15.1 | 54.8 ]13.2 9.k | 100.0 ] 53

6 - 10 6.7 6.7 | 80.0 6.6 | ----| 100.01] 15

11 - 15 = 12.5 | 37.5 J12.5 | 37.5 | 100.0| 8

Dver 15 10.0} 40,0} 40.0 {10.0 !  ---| 100.0 | 10

Total 6.4 1 15.5] 53.6 {11.5 | 1x.7 | 100.0 |110

#N = total number of observations used in calculating percentages

-
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mgl' Percentage Distribution of Answers Indicating

Amount and Direction of Change in Personal

Interrelationships and Organizational Processes

Section I: Change perceived associated with yeers of service in company

Part £: Cémpany Y

Process Varisble: Communication

Amount and Direction of Change

, Total

Years in Much No Much :

Company BetterjBetter|Change | Worse |[Worse |Percent| N¥
7~ less than 1 h2,8 { 28.6 | 28.6 | === | ---- | 100.0 7
1 1-5 | 13.5 | u8.3| 30.2 | u.8| 3.2 | 100.0 126

6-10 9.3 | 46.2 | 29.6 [13.0 | 1.9 | 100.0 | 5k

1l - 15 12,0 | 48.0 | 26.0 |12.0 2.0 | 100.0} 50

Over 15 17.2 f .9 | 31.0 6.9 { ---- | 100.0 ‘ 29

Total 13.5 | 47.0 | 29.3 7.9 { 2.3 | 100.0 | 266

*N = total number of observations used in calculating percentages
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ii Percentage Distribution of Answers Indicating

Amount and Direction of Change in Personal

Interrelationships and Organizational Processes

Section I: Chenge perceived assoclated with years of service in company

Part C: Company Y

Process Variable: Teamwork

~ Amount and Direction of Change
. Total

Years in Much No ‘Much [~
Company Better| Betterj Change | Worse|Worse }Percent] N¥*
Fa Less than 1 | 1h4.3 | 42.8| 28.6 | 14.3 | ---- J 100.0| 7
) 1-5 | 9.8 | 38.5] ho.2 7.4 h.1 | 100.0 | 122
6 - 10 7.4 | 37.0] 46.3 7.4 1.9 | 100,0| 5k
11 - 15 10.0 | 34.0} b2.0 }12.0 2.0 | 100.0} 50
Over 15 10.3 | ¥4.9| 37.9 | 6.9 | -~-- | 100.0] 29
Total 9.5 | 38.2 | bhi.2 8.4 2.7 | 100.0 {262

‘ I S|

*N = total number of oﬁservations used in calculating percentages
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Percentage Distribution of Answers Indicating

Amount and Direction of Change in Personal

Interrelationships and Organizational Processes

Section I: Change perceived associated with years of service in company

Part C: Compeny Y

Process Variable: - Getting Along with People

Amount end Direction of Change

Total

Years in Much No Much |
Company Better |Better |{Change| Worse [Werse |Percent] N*

L Less than 1 28.6 | 14,2 | 28.6 | 28.6 | ---- ] 100.0 7

! 1-5 13.6 | 43.2 | 30.4 | 10.4 | 2.4 | 100.0 |125
6 - 10 7.4 ) bo.7 | 37.1 | 14,8 | ===~ | 100.0 | 5k
11 - 15 14.0 | bo.0 | 32.0 | 12.0 2.0 | 100.0 | 50
Over 15 13.8 | s1.7 | 27.6 6.9 | ~--- | 100.0} 29
Total 12.8 § k2.2 - 31.7 § 11.7 1.6 | 100.0 }265

*N = total number of observations used in calculating pefcentages
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Percentage Distribution of Answers Indicating

Amount and Direction of Change in Personal

Interrelationships ahd Organizational Processes

Section I: Change perceived associsted with years of service in cempany

Part C: Company Y

Process Variable: Productivity

Amount end Direction of Change

Total

Years in Much No Much =

Company Better| Better| Change |Worse |Worse |Percent{ N*
B Less than 1 28.6 | 28.6} 42,8 |-ca= | ~=== | 100.0 7
{ l1-5 11.3 ] 25.0| bs.2 |1ik.5 4,0 | 100.0 |12k

6 - 10 3.81 18.9( 50.9 |17.0 | 9.4 | 100.0 | 53

11 - 15 2.0 | 36.7 | 49.1 {10.2 2.0 | 100.0 | k9

Over 15 17.2 | 34.5 1 b1,k 6.9 | -=-- | 100.0 | 29

Total 9.2 1 27.1 | L46.5 |13.0 Lh.,2 | 100.0 [262

*N = total number of observations used in calculating percentages

153




Appendix 3
- 145 -

'gf Percentage Distribution of Answers Indicating

Amount and Direction of Change in Personal

Interrelationships and Organizational Processes

Section I:: Change perceived essociated with years of service in compan;

Part C: Company Y

Process Variable: Judging Work

Amount and Direction of Change

. Total

Years in Much No : Much -

Company Better|Better] Change | Worse|Worse }Percent] N*
= Less than 1 14.3 1 28,6 b2.8 {ik.3 | ---- | 200.0} 7
A 1-5 2.4 | 25.71 50.h4 7.1 Y4 | 100.0 {113

6 - 10 5.7 | 20.8| 54.6 }15.1 3.8 ]} 100.0 } 53

11 - 15 2.3 | 38.6| sk.5 2.3 2;3 100.0 | Lk

Over 15 6.9 | 37.9] 51.8 3.4 [ -ee- | 100.0 | 29

Total 8.5 | 28.5| s2.0 § 7.7 | 3.3 | 10c.0 J2U6

*N = total number of observations used in celculating percentages
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Percentage Distribution of Answels Indicating

Amount and Direction of Change in Personal

Interrelationships and OrganizatiQnal Processes

Section I: Change perceived associated with Years of service in company

Part C: Company Y
Process Veriable: Concern fOr Individual's Welfare
‘ g
Amount end Direction of Chaynge
iy Total
Years in Much No Much P
Company Better |Better|Change | Worse|Worse | Percent| N*
- g e
Less than 1 1ih.3 | 57.1 f 14.3 | 14.3 | ~-~- ] 100.0 7
A 1-5 16.2 | 40.8 | 25.6 8.8 5.6 | 100.0 |125
6 - 10 14.8 | 29.6 | 33.3 | 16.7 5.6 | 100.0 | 5h4
g
11 - 15 18.7 | k5.9 | 22.9 { 10.4 2.1 | 100.0 { 48
over 15 37.9 | 31.1 | 2.1 | 6.9 | ~-~- | 100.0 | 29
e
Total 20.2 | 38.8 § 26.2 | 10.6 4.2 § 100.0 263

*N = total number of observations

used in caleulsting percentages




i Percentage Distribution of Answers Indicating

Amount and Direction of Change in Personal

Intérrelationships and Organizational Processes

Section I: Change perceived associated with years of service in company

Part C: Company Y

Process Variable: Talking to Higher Management

Amount and Direction of Change
Total

Years in Much No Much

Company Better| Better| Change| Worse |Worse | Percent} N*
' Less than 1 28.6 | 42,8 1h.3 | ---- | 14.3 | 100.0 7
1-5 23.21 36.0| 33.6 | 5.6 | 1.6 100.0 |125

6 - 10 16.7 37.0| 38.8 5.6 1.9 | 100.0 5k

11 - 15 22.0| 4.0 28.0 | 4.0 | 2.0| 100.0 | 50

Over 15 25.0 { 35.7 ] 35.7 3.6 | ---=} 100.0 | 28

Total 22.0 37.9 1 33.3 k.9 1.9 100.0 }26h

*N = total number of observations used in calculating percentages
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gé Percentage Distribution of Answers Indicating
Amount and’Direction of Change in Personal
Interrelationships and Organizational Processes
Section I: Change perceived associated with years of service in company
Part C: Company Y
Process Variable: Personal Achievement
Amount and Direction of Change
Total
Years in Much No Much ——
Company Better|Better|Change | Worse|Worse | Percent| N¥
. Less than 1 28,6 | L2.8 | 28,6 | === | ~===| 100.0 7
f 1-5 12.2 | 43.8 | 35.0 4.9 L.1| 100.0 {123
6 - 10 13.7 | 19.6 | 58.8 5.9 2.0 100.0 | 51
11 - 15 16.7 | 39.6 | 35.4 6.2 | 2.1} 100.0 | 48
Over 15 1k.3 | 35.7 | 50.0 | -=== | ===-] 100.0 | 28
Total ik.0 | 37.4 | Li.2 L.,7 2.7 100.0 }257

157

*N = total number of observations used in calculating percentages
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'%E; Percentage Distribution of Answers Indicating

Amount and Direction of Change in Personal

Interrelationships and Organizational Processes

Section I: Change Perceived associated with years of service in compeny

Part C: Company Y

Process Variable: Trust

Amount and Direction of Change

! . Total
Years in Much No Much -
Company Better |Better| Change| WorselWorse PErcend N*
” Less than 1 28.6 | 4b2.8 | 4.3 | ~--- 1k.3 { 100.0 7 .

{ 1-5 8.1 | 26.8 | 37.5 | 21.1 | 6.5 | 100.0 {123

6 - 10 5.7 { 18.9 | 37.7 } 30.2 | 7.5 100.0 | 53

11 - 15 12.0 | 2k.0 } 36.0 | 2h.0 4,0 | 100.0 ] 50

Over 15 17.2 { 24,1 | 41.5 | 13.8 3.4 | 100.0 } 29

Total 9.9 | 24,8 | 37.1 | 22.1 6.1 } 100.0 {262

*N = total number of  observations used in calculating percentages
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Ti? Percentage Distribution of Answers Indicating

Amount and Direction of Change in Personal

Interrelationships and Organizational Processes

Section I: Change perceived associated with years of service in company

Part C: Company Y

"~ Process Variable: Favoritism

Amount and Direction of Change
Total

Years in Much No Much [~

Company Better {Better {Chenge | Worse|Worse |Percent| N*
gﬁ Less than 1 --== | 50.0 | 33.3 | 16.7 | --=-- | 100.0 6
h 1-5 b.1 | 15.4 | s6.1 |16.3 | 8.3 | 100.0 {123

6 - 10 1.9 ! 13.2 | 50.9 | 18.9 | 15.1 | 100.0 | 53

11 - 15 2.1 | 23.4 48.9 | 25.6 ———— 100.0 | 47

over 15 10.3 6.9 | 76.0 3.k 3.4 | 100.0 |29

Totsl 3.9 |16.3 | 55.3 }|17.1 7.4 | 100.0 {258

*N = total number of observations used in calculating percentages

7
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Percentage Distribution of Answers Indicating

Amount and Direction of Change in Personal

Appenidix 3

Interrelaticnships and Orgenizational Processes

Section I:

Change perceived asssociated with years of service in company

Part C: Company Y
Process Varisgble: PFairness in Assigning Work
Amount and Direction of Change
' Total

Years in Much No Much
Conpany Better| Better| Change| Worse [{Worse |Percent| N*
‘Less than 1 | ----| L0.0 | 60.0 | ===~ | ===~ | 100.0| 5
1-5 10.0 | 23.3 | 45.9 {15.8 | 5.0 | 100.0 {120
6 - 10 3.8 17.0{ b47.2 | 2k.5 7.5 | 100.0 | 53
11 - 15 8.3 1 18.7 58.4 | 12.5 2.1 | 100.0 | 48
Over 15 3.6 32.1 | 60.7 3.6 | ---- | 100.0 | 28
Total 7.5 22.% | 50.4 | 15.h 4.3 | 100.0 |25k

*N = total number of observations used in calculating percentageé
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ai' Percentage Distribution of Answers Indicating

Amount and Direction of Change in Personal

Interrelationships and Organizational Processes

Section I: Change perceived essociested with years of service in company

Part C: Company Y

Process Variable: Reaction to New Behavior or Dress

Amount and Direction of Change

Totel

Years in Much No Much :

Company Better Better] Change | Worse |Worse [Percent] N¥
B Less then 1| 33.2 | 16.7| 16.7 |16.7 } 16.7 | 100.0]| 6
{ 1-5 11.3 | 32.3 37.9 |i4.5 | 4.0 | 200.0 | 124

6 - 10 9.3 | 33.3{ 16.7 |29.6 | 11.1 | 100.0| 5k

11 - 15 20.4 | 24,5 | 24,5 |2k.5 6.1 | 100.0| Lo

Over 15 28.6 | 21.4 | 25.0 |1ik.3 | 10.7 | 1c0.0| 28

Total 1k, 9 | 29.5 | 29.2 |19.5 6. | 100.0 | 261

*N = total number of observations used in calculating percentages
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‘i’ Percentage Distribution of Answers Indicating

Amount and Direction of Change in Personal

Interrelationships and Organizational Processes

Section I: Change perceived associasted with years of service in company

Part C: Company Y

Process Variable: Hiring Prectices

Amount and Direction of Change
Total
Years in Much No Much :
Company Better| Better! Change | Worse|Worse |Percent| N¥
{ Less then 1| 28.6 57.1 | 14.3 | ---= | ---- | 100.0 | 7
| 1-5 30.0 | 30.8 1 12.5 l19.2 | 7.5 | 100.0 {120
6 - 10 18.5 | 37.1 7.4 125.9 ] 11,1 | 100.0 | 54
11 - 15 27.8 | 31.9 | 19.1 {19.1 2.1 | 100.0 | k7
Over 15 31.0 27!7 1702 2""51 - - lOO-O 29
Total 27.2 | 32.8 | 13.2 j20.6 6.2 | 100.0 {257 L

*N = totel number of observztions used in cealculating percentages
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gi' Percentage Distribution of Answers Indicating

Amount and Direction of Change in Personal

Interrelationships and Orgenizational Processes

Section I: Change perceived associsted with years of service in company

Part C: Companies combined

Process Variable: Promotion

Amount and Direction of Change
Total

Years in Much No Much =

Company Better Bgtter Change | Worse {Worse |Percent| N*
) Less than 1| 28.6 | 28.6 | 42,8 | --<- | === | 100.0| 7
{ 1-5 9.7 | 33.1 | 38.7 |12.9 | 5.6 | 100.0 |12k

6 - 10 7.4 ) 31,5 | 29.6 |27.8 3.7 | 100.0 ] sk

11 - 15 12.0 | 36.0 | %0.0 {12.0 | ---- | 100.0 | 50

OVGI‘ 15 1007 39-3 3903 1007 hahaihaid lOO‘O 28

Total 10.3 33.8 | 37.3 {15.2 3.4 100.0 (263

*¥N = total number of observations used in calculating percenteges
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ii? Percentage Distribution of Answers Indicating

Amount snd Direction of Chsange in Personal

Interrelationships and Organizational Processes

Section I: Chenge perceived associsted with years of service in company

Part C: Company Y

Process Verisble: Layoff Processges

| Amount and Direction of Change
r ; -1 Total
Years in Much i No Much :
Company Better BetteriChenge| Worse |Worse |[Percent| N
. Less than 1 4.3 2.8 1 28,6 | 14,3 | ---- | 100.0 7
p
| 1 -5 1 12,0 | 17.2 | k9.2 | 12.3 7.4 | 100.0 {122
6 - 10 5.7 | 15.1 | 50.9 | 22.6 5.7 | 100.0| 53
11 - 15 12.0 | 20.0 | 50.0 | 16.0 2.c | 10c.0} 50
‘Over 15 3.4 ) 24,1 1 65.6 6.9 | ---- | 100,01} 29
Total 10.7 | 18.7 | 51.0 {14.6 | 5.0 | 100.0 {261

*N = total number ¢f cbeservetions used in calculating percentages

4
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Percentage Distribution of Answers Indicating

Amount and Direction of Change in Personal

Interrelationships and Orgenizational Processes

Section I: Chenge perceived asszocieted with years of service in company

Pert C: Compuny Y

Froceass Verisble: Money for Training snd Educaticn

Amount and Direction of Change

2

( - Toreld
Years in Much _ No Muzh
Company Better |Retter Changellvorse [Worse |Percent] N¥
ROl Lt ,
g“ Less then 1 50,0 1 50,0 | eemew | mmea | -eem | 100,0 6
~ ‘. ~ ~ {
1 -5 32.6 © 39.4 ) 22,1 3.3 1 1.6} 100.0 122
; : 1
Y Y 1
; . ! b ~
6 - 10 27.8 | k8.1 1 18, 1.9 3.7 | 100.0 | 5b
i
11 - 15 26,6 1 6,9 122k | Ly -woo | 100.0 | L9
% 1
Over 15 30.8 4 280k | 30.€ | ==om | ---- | 200.0 26
+ T
Totel 1.1 E Lo.¢& 1»21.8 2.7 i 1.6} 10,0 {257

¥N = total number of oburervastions used in calculating percentoges
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ﬁi _ Percentage Distribution of Answers Indiceting

Amount and Direction of Change in Personal

Interrelationships and Organizstional Processes

Section I: Change perceived associated with years of service in company

Part C: Company Y

Process Variable: Community Relations

Amount and Direction of Change
. Total
Years in Much No Much
- Company Better|Better|Change | WorsejWorse |Percent| N*
p Less than 1| 50.0 | 33.3 | 16.7 | === | ==== | 100.0 | &
.5;\
1 -5 20.2 | 7.9 | 25.2 4,2 2.5 | 100.0 |119
6 - 10 19.6 | b1.2 | 23.5 |13.7 | 2.0 100.0| 51
11 - 15 19.6 | 32.6 | 30.4 }15.2 2.2 | 100.0 | 46
Over 15 37.9 { 37.9 | 10.4 | 10.k 3.4 { 100.0 | 29
Total 22.7 | k2.2 | 23.9 8.8 2.4 | 100.0 {251

*N = total number of observations used in celculating percentages
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a4

) Percentage Distribution of Answers Indicating

Amount and Direction of Change in Personal

Interrelationships and Organizational Processes

Section I: Change perceived associated with years of service in company

Part C: Company Y

Process Varigble: Setting Pay Rates

Amount and Direction of Change

o ‘ Total
Years in Much No Much
Company Better| Better|Change |[Worse |Worse |Percent]| N#*
o Less than 1| 16.7| 16.7 | 50.0 { 16.6 | -=-- | 100.0| 6
K 1-5 L8| 22.2 | 63.5 | 6.3 | 3.2 | 100.0 |126
- 6 - 10 5.6 | 20.4 | 59.2 1.1 '3.7 100.0 | sk
11 - 15 4.1 26.5 | 59.2 8.2 2.0 | 100.0 | k49
Over 15 4.3 21.b | 64.3 | =-== | ===~ | 100.0 | 28
Total 6.1 | 22.4 | 61.6 | 7.2 1 2.7 | 100.0 {263

*N = total number of observations used in calculeting percentsges
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Percentage Distribution of Answers Indicating

Amount and Dire~tion of Change in Personal

Interrelationships end Organizational Processes

Section I: Change perceived essociated with years of service in ccapany

Part C: Compeny Y

Process Variable: Red Tape

Amount esnd Direction of Change
Total

Years in Much No Much
Company Better {Better|Change| WorseiWorse |Percent| N¥
( Less then 1 | 16.7 | 33.3 | 33.3 | 16.7 | ---- | 100.0 | 6
1-5 0.8 | 11.8 | 69.7 { 11.8 5.9 | 100.0 {119
-6 -~ 10 1.9 | 15.1 | 56.6 | 24.5 1.9 | 100.0 | 53
11 - 15 2.1 |22.9 | 58.3 | 16.7 | =~~~ | 100.0 | L8
Over 15 ' 3.6 | 21.4 | 67.9 7.1 | ==~~~ | 100.0 | 28
Total 2,0 | 16.1 | 63.8 | 15.0 3.1 | 100.0 {254

*N = total nmumber of observations used in calculating percenteges
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Percentage Distribution of Answers Indiceting

Amount and Direction of Change in Personal

Interrelationships and Organizational Processes

Section I: Change perceived associated with years of service in company

Part C: Campeny 7

Process Varieble: Grapevine

Amount end Direction of Change
Total

Years in Much No Much

Company Better| Better|Change | Worse{Worse |Percent|{ N¥%
. Less than 1| 40.0| ---- | 40.0 |20.0 | -=-- | 100.0] 5

l1-5 5.9 | 10.1 | 57.2 |17.6 9.2 | 100.0 |119

6 - 10 5.8 1s5.4 | 46.1 . |21.2 | 11.5 | 100.0 | 52

11 - 15 15.2 | 19.6 | 56.5 6.5 2.2 | 100.0 | L6

Over 15 24,2 | 10.3 | 58.7 3.k 3.4 | 100.0 | 29

Total 10.4 | 12.7 | s4.6 |1Lk.7 ! 7.6 | 100.0 |251

¥N = total number of observations used in calculating percentages

169



Appendix 3

- 161 -

%i? Percentage D: -tribution of Answers Indicating

Amount 2nr DErection of Change in Personsl

Interrelaticmships and Organizational Processes

Section II: Change permoiw=d associated with cultural/racial background

Part A: Companiesr ccombined

Proces:. “Zariable: Communication

Amounz apd Direction of Change
Cultursel T Total
Recial Much No Much
Background Better|==tter] Change | Worse}Worse | Percent] N¥
White 17.2 | 43.3 § 29.0 8.8 1.7 | 100.0 | 297
Black 26.L | s1.6 | 16.5 L. L 1.1} 100.0] 91
Other 30.0 | 3@.0 | 30.0 |10.0| ---- | 100.0} 10

{ Total 19.6fAh5;o 26.1 | 7.8 1 1.5 | 100.0 | 398

Process Varieble: Teamwork

Amount. and Direction of Change
Cultural T Total
Racial Much ki No Much
Background Better |Better|Thange | Worse|Worse |Percenty N¥
White 12.6 | 35.7 | k0.8 8.5 2.4 | 100.0 |29k
Black 16.1 | k7.2 | 2k.2 9.2 3.4 | 100.0 | 87
Other 40,0 20.0 30.0 10.0 ——— 100.0 10
Total 1h.1 E_f7.8 36.8 8.7 2.6 | 100.0 [391

170

*N = total number of obse=vations used in calculating percentages
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Percentage Distribution of Answers Indicating

% Amount and Direction of Change in Persocnal

Interrelationships and Orgenizational Processes

Section II: Change perceived associated with cultural/racial background

Part A: Companies combined

Process Variable: Getting Along with People

Amount and Direction of Change

Cultural Total

Racial Much No - Much

Background Better] Better|Change | Worse |Worse |Percentf N¥*

White 17.0| 42.6 | 28.9 |10.5 1.0 | 100.0 |29k

Black 28.6 | L2.8 | 20.9 5.5 2.2 | 100.0}] 91

Other 50.0 | 50.0 | 20.0 | =~=-- | «--= | 100.0 }{ 10
[ Total 20.5| 42.3 | 26.8 | 9.1 | 1.3 | 100.0}395

Process Variable: Productivity

Amount and Direction of Chenge

Cultural Total
Raciel Much - No Much

Background Better| Better |Change | Worse |Worse {Percent] N¥
White 8.7 26.1 | k5.7 (15.3 h.2 | 100.0 }287
Black 18.9 | 4k.5 | 33.3 2.2 1.1 |} 100.0 ] 90
Cther 30.0 === } 30,0 |40.0 | ---- 100.0 § 10
Total - 11.6 | 29.7 | k2.h |12.9 3.k | 100.0 §387

%; #N = total number of observations used in calculating percentages
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Percentage Distribution of Answers Indicating

s

Amount and Direction of Change in Personal

Interrelationships and Organizetional Processes

Section II: Change perceived associated with cultural/racial beckground

Part A: Companies combined

Process Variable: Judging Work

Amount and Direction of Change

Cultursl Total
Racial Much No Much :
Background Better| Better{Change| Worse| Worse | Percent | N¥
White 7.1 31.3 | 51.2 7.8 2.6 | 100.0 [268
Black 28.1 31.5 | 32.6 6.7 1.1 { 100.0 | 8
Other 33.3 22.2 | by, 5 | e} —---{ 100.0 ®
( Total 12.8 31.1 | L6.5 7.4 2.2 1 100.0 }366

Process Variable: Concern for Individual's Welfasre

Amount snd Direction of Change

Cultural Total
Racial Much No Much

Background Better|Better{Change! Worse|VWorse | Percent | N*
White ' 22.4 | 38.6 { 27.6 7.6 3.8 { 100.0 {290
Black 23.6 | 29.2 | 33.7 | 10,1 3.4 | 100.0 | 89
Other ho.o0 { 20.0 | 30.0 | 10.0}| ---- | 100.0 | 10
Total 23.1 | 36.1 | 29.0 g.2 2.6 | 100.0 |3289

*N = total number of observestions used in calculating percentages

5
3 ¢
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Percentage Distribution of Answers Indicating

i?? Amount and Direction of Change in Personal

Interrelationships and Organizational Processes

Section II: Change perceived associated with cultural/recial background.

Part A: Companies combined

Process Variable: Talking to Higher Management

Amount and Direction of Change

Cultural Total
Recial Much No Much -
Background Better |Better {Change |[Worse|Wnrse | Percent| N#*
White 21.9 | 37.7 | 3k.2 4.1 2.1 1 100.0 j292
Black 39.2 | 28.7 | 28.7 3.4} -~-<1 100.0 | 87
Other 33.3 | 33.3 | 33.b |--== | -===} 100.0] 9
; Total 26,0 | 35.6 | 33.0 | 3.9] 1.5 100.0 |388
Process Varisble: Personal Achievement
Amount and Direction of Change
Cultural Total
Racial Much No Much
Background Better |Better {Change |[Worse|Worse {Percent| N¥*
White 4.8 | 35.2 | 43.3 | 4.2 2.5 | 100.0 {284
Black 33.0 | 39.8 | 25.0 1.1 1.1} 100.0 | 88
Other 2.3 | 33.3 | 33.3 {ji1.1 | --=-~ § 100,0 9
Total 19.2 | 36.2 | 38.8 3.7 2.1 § 100.0 {381
gl *N = total number of observations used in calculating percentages

-
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Percentage Distribution of Answers Indicoting

Amount and Direction of Change in Personal

Interrelationships and Organizational Processes

Section II: Change perceived associated with cultural/racial background

Part A: Companies combined
Process Varisble: Trust
. Amount and Direction of Change
Cultural Total
Racisl Much No Much
Background Better |{Better {Change {Worse |Worse | Percent | N¥*
White 11.8 | 25.6 | 38.0 | 20.4 h.2 | 100.0 [289
Black 19.1 | 36.0 | 31.k 7.9 5.6 1 100.0 | 89
Other 33.4 j22.2 { 22.2 | 11.1 | 11.1 | 100.0 | 9
( Total .0 | 27.9 | 36,1 | 17.3 | b.7 | 100.0 |387
Process Varisble: Favoritism
Amount and Direction of Change
Cultural Total
Raciel Much No Much
Background Better |Better |Change | WorseiWorse | Percent| N¥*
White h.2 | 17.3 | 55.5 | 16.3 6.7 | 100.0 |283
Black h.7 | 27.9 | 51.1 | 10.5 5.8 1 100.0 | 86
Other 12.5 | 12.5 } 50.0 | 12,5 | 12.5 § 100.0 8
Total 4.5 | 19.6 | sh.b | 1k.9 6.6 § 100.0 |377

; 7
%" .

174

#N = total number of observations used in calculating percentages
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Percentage Distribution of Answers Indicating

Amount and Direction of Change in Personal

Interrelationships and Organizational Processes

Section II: Change perceived associated with cultural/racial background

Part A: Companies combined

Process Variable: Fairness in Assigning Work

Amount and Direction of Change
Cultural Total
Racial Much No Much :
Background Better| Better|Change | Worse|Worse |Percent| N¥
Vhite 8.8 20.8 | s2.b | 14.8 3.2 | 100.0 {283
Black 18.6 | 36.1 | 27.9 | 11,6 5,8 1 100.0 | 86
Other k.5 | 11,1} 33.3 | ~~-~ { 11.1 | 100.0 9
( ‘Total 11.9 | 24,1 | 46.2 }13.8 | 4.0} 100.0 |378
Process Varisble: Reaction to New Behavior or Dress
Amount end Direction of Change
Cultural : Total
Racial Much No Much
Background Better |Better |Change | Worse |Worse ! Percent| N¥*
White 15.4 | 29.0 | 28.7 }20.6 6.3 | 100.0 | 286
Black 17.4 | 29.1 | 38.3 (10.5 b7} 100.0 | 86
Other |  ~=--- 33.3 { 33.3 {11.1 | 22.3} 100.0 9
Total 15.5 | 29.1 31.0 |18.1 6.3 & 100.0 | 381

175

*N = total number of observations used in calculating percentages
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Lppendix

Percentage Distribution of Answers Indicating

Amount and Direction of Change in Persocnal

2
<

Interrelationships and Organizational Processes

Section II:

Part A:

Changer perceived associated with cultural/racial background

Companies combined

Process Variable:

Hiring Practices

Amount and Direction of Change
Cultursl Total
Racial Much No Much
Background Better|Better [Change | Worse|Worse | Percent| N*
White 24,7 | 32.6 | 17.7 118.4 6.6 { 100.0 {288
Black k0.0 | 35.3 { 17.6 | 5.9 1.2 100.0 | &5
Other 50.0 | 30.0 -——— 20.0 ———— 100.0 | 10
Total 28.7 | 33.2 | 17.2 115.7 | s.2 | 100.0|383

. “lg.,_. v .

Process Variable: Promotion

Amount and Direction of Change
Cultural - Total
Racial Much No Much
- Background Better |Better |Change | Worse [Worse | Percent{ N*
White 12.5 | 35.3 | 34.9 |1k4.2 3.1 | 100.0 | 289
Black 20.9 | 31.9 | 36.2 6.6 L4 | 100.0}| 91
Other 40.0 | 30.0 | 30.0 |--=e | ~-cu- 100,0 | 10
Total 15.1 | 34.h § 35.1 |12.1 3.3 | 100.0 {390

*N = total number of observations used in celculating percentages
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Percentage Distribution of Answers Indicsting

Fa

Amount and Direction of Change in Personal

Interrelationships and Organizational Processes

Section II: Change perceived associated with cultural/racisl background

Part A: Companies combined

Process Varisble: Layoff Processes

Amount and Direction of Change

Cultural Total

Racial Much No Much

Background Better|Better|Change| Worse| Worse | Percent| N¥*

White 8.7 | 15.7 57.8 | 13.3 L.5 | 100.0 {286

Black 13.8 | 23.0 | 32.2 | 24.1 6.9 { 100.0 | 87

Other 30,0 | 10.0 | 50.0 ---- ! 10.0 | 100.0 | 10
. Total 10.4 | 17.2 | 5.8 | 15.5 | 5.2 | 100.0 {383

Process Varieble: Money for Training and Education

Amount and Direction of Change -
Cultural Total

Racial Much No Much

Background Better |Better {Change | Worse| Worse | Percent| N¥

White 34.3 | Lo.3 19.9 3.8 1.7 | 100.0 |286

Black 38.3 { 38.2 | 17.3 2.5 3.7 ] 100.0 | 81
~ Other 60.0 | 10.0 | 10.0 | 20.0 | =~=--- | 100.0 { 10

Totel 35.8 | 39.0 | 19.1 4.0 2.1 § 100.0 {377

*N = total number of observations used in calculating percentages
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Percentage Distribution of Answers Indicating

f§% Amount and Direction of Change in Personal

Interrelationships and Organizational Processes

Section II: Change Perceived associated with cultural/racial background

Part A: Companies combined

Process Variable: Community Relations

Amount and Direction of Chenge
Cultural o Total
Racisl Much No Much
Background Better|Better |Change | Worse| Worse | Percent]| N
White 20.1 | 46.0 | 2b.1 8.0 1.8 | 100.0 | 274
Black 28.0 | 35.4 } 28.0 .9 3.7 | 100.0] 82
Other 40.0 | 10.0 | 30.0 10.0 | 10.0 | 100.0 { 10

( Totel 224 | k2.6 {25.1 | 7.4 | 2.5 100.0 | 366

Process Variable: Setting Pay Rates

Amount and Direttion of Change
Cultural - Toteal
Racial Much No Much =~
Background Better |Better [Change |Worse]Worse |Percent| N*
White 5.0 | 22.7 | 60.8 8.6 2.9 | 100.0 | 278
Black 12.8 | 26.7 | 45.4 | 9.3 | 5.8 100.0]| 86
Other 30.0 | 10.0 | 50.0 }|--~-} 10.0 | 100.0} 10
Total 7.5 | 23.2 | 57.0 8.6 3.7 | 100.0 {374

178

¥N = total number of observations used in calculating percentages
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Appendix 3

Percentage Distribution of Answers Indicesting

Amount and Dirsction of Change in Perscnal

Interrelationships end Organizaticnal Processes

Section II:

Change perceived associated with cultural/racial background

Part A: Companies combined

Process Variable: Red Tape

Amount and Direction of Change
Cultural e : Totel
Racisl Much No Much
Background Better|Better !Thange | Worse| Worse | Percentj N*
White 3.3 { 1k.9 | 6k.4 |1b.5]| 2.9 | 100.0 [276
Black 5.0 | 18.7 | 55.0 |13.8 7.5 ] 100.0 | 80
Other 10.0 | 10.0 | 40.0 }10.0{ 30.0 | 100.0 | 10
Total 3.8 } 15.6 | 61.8 |1k.2 L.6 | 100.0 }366

Process Varieble: Grapevine

Amount end Direction of Change
Cultural Total
Racisal Much No Much
Background Better [Better |Change | Worse|Worse |Percent| N*
White 8.8 | 13.2 | 56.8 | 13.9 7.3 | 160.0 | 273
Black 10.1 | 15.2 J 48.1 }{12.7 | 13.9 | 100.0 | 79
Other 11.1 § 11.1 33.4 22,2} 22.2 10G.0 9
Total 9.1 | 13.6 }5L4.3 }13.9 9.1 | 1c0.0 361

*N = total number of cbservatiocns

173

used in celculeting percentages
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Percentage Distribution of Answers Indiczting

Amount snd Direction of Change in Perscnel

Interrelationships 2nd Crgenizstional Processes

Section II:

Change perceived associated with cultural/racial background

Part B: Cecmpany X

Process Veriable: Communication

Amount and Direction of Change
Cultural Toteal
Racial Much No Much
Background Better |Better|Change |[Worse |Worse |[Percentj N¥
White 29.2 | k3.9 | 18.3 8.5 | ---~ | 100.0 | 82
Black 39.0 | 36.6 | 19.5 4,9 | ---- | 100.0 | L1
Other 25.0. | 37.5 | 37.5 |---- | ---- | 100.0 8
Totsl P 32,1 Lhi.2 | 19.8 6.9 | ---- | 100.0 1321

Process Verisble: Teamwork

Ampount and Direction of Change
Cultural Total
Racial Much - No Much
Background Better [Better|Change |Worse |Worse |Percent}| N*
White 25.0 | 33.8 | 31.2 8.8 1.2 100.0 | 8o
Black 17.5 | 47.5 | 20.0 |10.0 5.0 { 100.0 | Lo
Other 37.5 | 25.0 | 25.0 |12.5 -——- 100.0 8
Total 23.4 | 37.6 | 27.3 9.4 2.3 | 10¢.0 {128

*N = total number of observaticns

180

used in calculeting percentages
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Appendix 2

Percentazge Distribution of Answers Indicsting

Arount and Direction of Change in Perscnal

Interrelationships and Orgenizational Processes

Section II:

Change perceived zssociated with cultursl/racial background

Part B: Company X
Process Variable: Getting Along with People
Amount and Direction of Change
Cultural Totel
Racisel Much No Much
Background Better Better |Change | Wecrse| Worse | Percent | N¥
White 34.6 | bh.5 | 16.0 L.9| ----| 100.0 | 81
Black 36.6 | k1.5 | 17.1 2.k 2.h | 100,0 | W1
Other 50.0 | 25.0 | 25.0 | ~----| ----| 100.0 8
( Total 36.2 | 2.3 | 16.9 | 3.8 0.8 100.0 {130
Process Variable: Productivity
Amount and Direction of Change
Cultural Total
Racial Much No Much -
Background Better |Better |Change | Worse| Worse | Percent | N*
White 15.6 | 32.5 | 36.3 [17°.0| 2.6 100.0 | 77
Black 17.5 | 47.5 | 30.0 | 5.0 ! ---- | 100.0 | Lo
Other 25.0 | -~-- 25.0 50.0 | ----1 1C0C.0 8
Total 16.8 | 35.2 | 33.6 [12.8 1.6 | 100.0 {125
:%m *N = total number of observations used in calculating percenteges

181
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Percentege Distribution of Answers Indicating

Amouzt and Direction of Change in Personal

Interre_r=tionships and Organizational Processes

Section II: Change perceived associated with cultural/racial background

Part B: Company X

Process Variable: Judging Work

Amount and Direction of Change

Cultural Total

Racial Much No Much

Background Better{ Better {Change | Worse|Worse |Percent| N#*

Vhite 13.9 | k0.3 | 36.1 9.7 | =---~ | 100.0 | 72

Black .2 1 31.7 | 31.7 2.4 | -=-=- | 100.0 | b1

Other 28.6 28.6 ho.8 ~——— ———— 100.0 7
( - Total 21.7 | 36.6 1 35.0 | 6.7 ---- | 100.0 120

Process Verisble: Concern for Individual's Welfare

‘ Amount snd Direction of Change

Cultural A Total
Racial Much No Much

Background Better |Better {Change | Worse|{ Worse |Percent| N¥
White 31.6 | 32.9 | 32.9 1.3 1.3 | 100.0 | 79
Black 23.1 28.2 38.5 5.1 5.1 { 100.0 39
Other 37.5 { 12.5 | 37.5 {12.5 | -=-- | 100.0 | 8
Total 29.4 | 30.2 | 34.8 3.2 2.4k | 100.0 {126

q

,j,sz‘sx\

*N = total number of observations used in celculating percentages
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Percentage TCistribution of Answers Indicating

‘iﬁ Amount and Direction of Change in Personal

Interrelationships and Organizational Processes

Section II: Change perceived associsted with cultural/racial backgrcund

Part B: Conpany X

Process Variable: Talking to Higher Management

Amount and Direction of Change
Culturel Total
Racial Much No Much
Background. Better|Better| Change | Worsel Worse | Percent] N¥*
White 30.4 | 3.2 ] 32.8 1.3 1.3| 100.0} 79
Black 4h.7 | 23.8 | 28.9 2.6 | ~---| 100.0| 38
Other 28.6 | 28.6 | 2.8 | -=--| --—=| 100.0 7
( Total 3.7 | 30.6 | 32.3 | 1.6] 0.8] 100.0 |12k
Process Variable: Personal Achievement
Amount and Direction of Change
Cultural Total
" Racial Much No Much
Background | Better |Better|Change | Worse| Worse | Percent] N*
White 2h . 4 | 30.8 | k2.2 1.3 1.3| 100.0 1| 78
Black 43,6 | 38.5 | 17.9 | ~=~-] -~--] 100.0| 39
Other k.3 1 k2.8 | 28.6 |1h.3| ---- | 100.0 7
Total 29.8 | 33.9 | 33.9 1.6 0.8 100.0 |12k
%: *N = total number of observations used in calculeating percentages
Q . 183
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Percentage Distribution of Answers Indicating

S
e

Amount and Direction of Change in Personal

Interrelationships and Organizational Processes

Section II: Change perceived associated with cultural/racial background
Part B: Company X

Process Variable: Trust

Amount and Direction of Change
Cultural Total
Racial Much No Much
Background Better|Better|Change ! Worse|{Worse | Percent] N¥*
White 19.5 | 35.1 | 36.3 9.1 | === | 100.0} 77
Black 28.2 | 30.8 | 33.3 2.6 5.1 | 100.0}| 39
Other 28.6 | 28.6 | 28.6 |14.2 | ---- | 100.0| T

{ Total 22.8 | 33.3 | 35.0 7.3 1.6 { 100.0] 123

Process Variasble: Favoritism

Amount and Direction of Change
Cultural _ Total
Racial Much No Much
Background Better|Better|Change | Worse{Worse | Percentf N*
White 5.4 { 24,3 | 55.4 [10.8 | k.1 100.0{ Tk
Black 7.7 | 33.3 | 43.6 7.7 7.7 | 100.0} 39
Other wee- | 16.7 | 66.6 }16.7 | ~-~-- | 100.0] -6
Total 5.9 | 26.9 | 52.1 }10.1 5.0 | 100.01{ 119

184

*N = total number of observations used in calculating percentages
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Percentage Distribution of Answers Indicating

Amount and Direction of Change in Personal
Interrelationships and Orgenizational Processes
Section II: Change perceived associated with cultural/racial background
Part B: Company X
Process Veariable: Fairness in Assigning Work
Amount and Direction of Change
Cultural Total
Racial Much No Much
Background Better|Better|Change | Worse|Worse | Percent| N*
White 18.2 | 24,7 | W1 |11.7 | 1.3 100.0 | 77
Black 22.5 | 35.0 | 25.0 | 10.0 7.5 | 100.0 | kLo
Other ho, 9 | 14,2 | 42.9 | ===~ | ==== | 100.0 7
( Total 21.0 | 27.4 | 37.9 }10.5 | 3.2} 100.0 |12k
Process Variable: Reaction to New Behavior or Dress
Amount and Direction of Change
Cultursl . Total
Racial Much No Much
Background Better |Better |Change | Worse {Worse | Percent| N¥
White . | 16.0 | 33.3 | 30.7 |16.0 | k.0 100.0 | 75
Black 21.1 | 18.4 | Lk.7 | 13.2 2.6 | 100.0 | 38
Other -—-= | 28.6 | 28,6 |1k.,2 | 28,6 | 100.0 | 7
Total 16.7 | 28.3 | 35.0 | 15.0 5.0 ; 100.0 120
§‘ ‘
s #N = total number of observations used in calculeting percentages
Q
. 1885
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Percentage Distribution of Answers Indicating

Amount and Direction of Change in Personal

Interrelationships and Organizational Processes

Section II: Change perceived associated with cultural/racial ba..__ ound

Part B: Company X

Process Veriable: Money for Training and Education

Amount and Direction of Change

Cultural Tctal
Raciel Much No Much
Background Better|Better|{ Change | Worse| Worse {Percent{ N#¥*
White 48,0 | 1.2} 14.3 5.2 1.3 | 100.0}| 77
Black 37.1 | 3.3} 14.3 | 5.7 8.6 | 100.0| 35
L Other 62.5 | 12.5 | ===- [ 25.0 | =---- | 100.0 8
( ~ Total b5.9 | 30.8 | 13.3 | 6.7 | 3.3 100.0 |120

Process Veriable: Community Relations

Amount and Direction of Change

Cultursl Total
Racial Much No Much

Background Better |Better| Change | Worse|Worse | Percent| N¥
White 19.4 | 51.4 | 26.h4 2.8 --=--| 100.0} 72
Black 22.9 | 37.1 | 28.6 5.4' 5.7 1 100.0| 35
Other 37.5 | ---- | 37.5 |12.5 | 12.5 | 100.0| 8
Total 21.7 | v3.6 | 27.8 4.3 2.6 | 100.0 {115

3 PRC .L‘

*N = total number of observations used in calculating percentages
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Percentage Distribution of Answers Indifasuiing

Amount, and Direction of Change in Personal

Interrelationships and Organizational Processes

Section II: Change perceived sssociated with cultural/racisl background

Part B: Company X

Process Variable: Setting Pay Rates

: Amount and Direction of Change
Cultural Toteal

Racial Much No | Much

Background Better|Better|Change | Worse| Worse | Percent | N¥

White _ 6.1 30.3 48.5 | 13.6 1.5 100.0 66

Black 16.2 | 18.9 | k0.6 |10.8 | 13.5 | 100.0 | 37

Other 25.0 | 12.5 | 50.0 | ---~ | 12.5 | 100.0 8
( | 'Total_ 10.8 | 25.3 | 45,9 |11.7 | 6.3 | 100.0 (111

Process Variable: Hiring Practices

Amcunt and Direction of Change

Cultural Total
Racial Much No Mucu

Background | Better|Better |Change | Worse|Worse |Percent | N¥
White 26.6 | 31.6 | 30.b 7.6 3.8 | 100.0 | 79
Black | 38.5 | 38.5 | 20.5 |~--= | 2.5 | 100.0 | 39
Other 50.0 | 37.5 | ~=== .|12.5 | -=~- | 100.0 | 8
Totel 3L.7 | 3k.1 | 29.b 5.6 3.2 | 100.0 {126

{ ¥N = totel number of observations used in cslculating percenteages

EB@}; ' ' jléiﬁ?
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Percentage Distribution of Answers Indiceting

Amount 2nd Direction cof Change in Personal

Interrelationships snd Organizational Processes

Section II: Change perceived asscciated with cultural/racial background

Part B: Compeny X

Process Veriable: Promotion

Amount and Direction of Change

Cultural - Totsl

Racisl . Much No Mach

Background Better|Better| Change | Worse}Worse | Percent|{ N#¥

White ~ 2h. L | 38.4 | 20.8 5.1 1.2} 100.0| 78

Black 244 | 29,3 | 31.7 T.2 7.3 | 100.0 | L1l

Other 7.5 { 37.5 | 25.0 -——— ---- | 100.0 8
\ Total 25.2 | 35.5 | 30,7 | 5.5 | 3.11{ 100.0|127

Process Variable: Laycff Processes

Amount and Direction of Change

Cultural Total
Racial Much No Much
‘Background Better|Better|{Change | Worse|Worse | Percent{ N¥* .
White 10.5 | 10.5 | 68.5 7.9 2.6 1 100.0{ 76
Black 5.3 2L.1 | 23.7 |39.k | 10.5 | 100.0| 38
Other i 25.0 | 12.5 | 50.0 |---- { 12.5 | 100.0 &
Total 9.8 | 13.9 § 53.4 {1iv.o 5.7 | 100.0 1} 122

: l

*N = total number of observations used in calculating percentages

-
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Percentage Distribution of Answers Indiceting

!? Amount and Direction of Change in Perscnsal

Interrelztionships and Organizetional Processes

Section TI: Change perceived associated with cultural/racial background

Part B: Company X

Process Variable: Red Tape

Amount and Direction of Change

Cultural - Total

Racial Much No Much

Background Better |Better|Change| Worse|Worse | Percent| N*

White 8.6 | 10.0 | 68.6 | 11.4 1.4 | 10c0.0} TG

Black 5.9 | 23.5 | k1.2 | k.7 | 1k.,7 | 100.0{ 3h

Other 12.5 | 12.5 | 25.0 | 12.5 | 37.5 | 100.0 8
[ Total 8.0 | 14.3 | 57.2 { 12,5 | 8.0 1 100.0|112

Process Variasble: Grapevine

_ Amount and Direction of Change

Cultural Total
Racial Much No Much

Background Better |Bett~r{Change | Worse|Worse | Percent| N¥*
White 5.7 | 14.3 | 62.9 | 11.h 5.7 { 100.0}{ 70
Black - 6.1 | 18.2 | Lao.k 9.1 | 2k.2 | 100.0 | 33
Other 1.2 | 1k.2 | 14.2 | 28.7 | 8.7 | 100.0| 7
Total 6.4 | 15.5 | 53.6 {11.8 { 12.7 { 1c0.0 {110

ﬁ:g
3‘.’ -

*N = total number of obse:r ~tions used in calculating percentage:

-
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Percentage Distribution of Answers Indicating

Amount =2nd Direction of Change in Personal

Interrelationships and Organizational Processes

Secticn II: Change perceived associated with cultural/racial background

Part C: Company Y

Process Varieble: Communication

Auvunt end Dircetion of Change

Cultural z Total

Racial Much Nc Mu@ﬁg

Backgiound Better |Better {Change | Worse|Worse {(Percent| N¥*

White 12.6 | 43.3 | 33.0 8.8 2.3 | 100.0 {215

Black 16.0 | 64.0 | 14.0 4,0 2.0 | 100.0 | 50

Other 50.0 ———— ———— 50.0 ~=== | 100.0 2
4 ~ Total 13.5 | 46.9 | 29.2 | 8.2 | 2.2 |100.0 [267

Process Veariable: Teamwork

Amount and Direction of Change

Cultural Total
Racial Much No Much

Background Better |Better |Change | Worse|Worse {Percent] N¥*
White 7.9 | 36.4 |Lh.5 | 8.4 | 2.8 | 100.0 |21
Black k.o | 46.8 {27.7 | 8.5 | 2.1 }|100.0 | by
Other 50.0 ————— 50.0 ———— ———— 100.0 2
Total - 9.5 38.0 | L1.k 8.4 2.7 100.0 {263

f «:é‘-&_n_,‘

*N = total number of observetions used in celculating percentages
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Appendix

Percentage Distribution of Answers Indicating

Amount and Direction of Change in Personsl

Interrelationships and Organizational Processes

2

-

Section II:

Change perceived associated with cultural/racial background

Part C: Company Y
Process Variable: Getting along With People
Amount and Direction of Change
Cultural Total
Racial Much No Much
Background Better |[Better|Change |{Worse !Worse |Percent| N¥
Whitn 10.3 | 41.8 | 33.8 | 12.7 1.4 | 100.0 |213
Black 22.0 { k.0 | 2k.0 8.0 2.0 |{ 100.0 | 50
Other 50.0 | 50.0 ———— —_———— ———— 100.0 2
Total 12.8 | k2.3 | 31.7 | 11.7 1.5 | 100.0 }265
Process Variable: Productivity
Amount and Direction of Change
Culturals Total
Racial Much No Much
Background Better |Better|Change | Worse [Worse |Percent!| N¥*
White 6.2 | 23.8 | 49.0 | 16.2 4.8 | 100.0 |210
Black 20.0 { 42.0 | 36.0 | ---- 2.0 | 100.0 | 50
Other 50.0 | ===~ 50.0 -——— ———— 100.0 2
Total 9.2 | 27.1 | 46.5 | 13.0 L.2 | 100.0 {262

¥N = total number of observations used in calculating percenteges .
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Percentage Distribution of Answers Indicating

Amount and Direction of Change in Personal

Interreletionships and Organizational Processes

Section II: Change perceived associated with cultural/racial background

Part C: Company Y

Process Variable: Judging Work

Amount and Direction of Change

Cultural T Total

Racial Much . No Much :

Background Better|BetteriChenge | Worse|Worse |Percent]| N¥*

White 4.6 | 28.1 | 56.6 7.1 3.6 | 100.0 | 196

Btack 22.9 | 31.2 | 33.% }j10.b 2.1 | 100.0 | L8

Other 50.0 | ===~ | 50.0 | eece | -=== | 100.0 2
, Total 8.5 | 28.5 | 52.0 7.7 3.3 { 100.0 {246
{ '

Process Varisble: Concern for Individual's Welfare

Amount and Direction.of Change

Cultural Total
Racial Much No Much

Background Better|Retter {Change | Worse {Worse |Percent| N¥*
White 19.0 | 40.7 | 25.6 {10.0 k.7 | 100.0 l211
Black 2k.,0 | 30.0 | 30.0 |1k4.0 2.0 | 100.0 | 50

-

Other 50.0 50.0 ——— ———— -——— 100.6 2
Total 20.2 | 38.8 | 26.2 [10.6 | 4.2 | 100.0 {263

#N = total number of cbservations used in calculating percentages

R
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Percentage Distribution of Answers Indicating

Amount and Direction of Change in Personal

Interrelationships and Orgsnizetional Processes

Section II: Change perceived associeted with cultural/racial background

Part C: Company Y

Process Variable: Talking to Higher Management

e

Amount and Direction of Chenge
Cultural ; Total
Raciel Much No Much
Background Better!BetterjChange {Worse|Worse |Percent! N¥%
White 18.8 | 39.0 | 34.7 5.2 2.3 | 100.0 {213
Black 34.6 | 32.7 | 28.6 | L.1 | -~-- | 100.0 | k9
Other 50.0 | 50,0 | -==~ |=em= | ===- | 100.0| 2
Total 22,0 | 37.9 | 33.3 k.9 1.9 | 100.0 | 264

Process Varieble: Personal Achievement

Amount and Direction of Change
Cultural i Total
Racial Much No Much
Background Better |Better|Change |Worse!Worse |Percent] N*
White 11.2 | 36.9 | L3.7 5.3 2.9 | 100,0 | 206
Black 2k.5 | 40.9 | 30.6 | 2.0 2.0 { 100.0 | k9
Other 50,0 | ----  50.0 |-=-- -=--- | 100,0 2
Total 1b.0 | 37.4 | k1.2 h.7 2.7 | 100.0 {257

*¥N = total number of observations used in calculating percentages

193
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%i: Percentage Distribution of Answers Indicating

Amount and Direction of Change in Personal

Interrelationships and Orgenizstional Processes

; Section II: Change perceived associated with cultural/racial background

Part C: Company Y

Process Variable: Trust

Amount and Direction of Change
Cultural . Total
Reciel Muchk No Much
Background Better|Better |Change |Worse| Worse | Percent| N¥*
White 9.0 | 22.2 | 38.6 (24,5 5.7 { 100.0 {212
Black 12.0 | L4o.0 | 30.0 {12.0 6.0 | 100.0 | 50
Other 50.0 —~——— ———— -———— 50,0 100.0 2

d Total 9.8 | 25.4 |36.7 |22.0| 6.1 ] 100.0 |26k

Process Variable: Favoritism

Amount and Direction of Change
Cultural Total
Racial Much No Much
Background Better|Better Change |[Worse|Worse |Percent| N¥
White 3.8 | 14.8 |s55.c l18.2 | 7.7 | 100.0 |209
Rlack 2.1 | 23.4 {s57.4 |12.8 L.3 | 100.0 | L7
Other 50,0 ———— ———— _—_——— 50.0 100.0 2
Total 3.9 { 16.3 [55.3 |[17.1 7.4 | 100.0 {258

(

#N = total number of observations used in calculating percentages
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Percentage Distribution of Answers Indicating

Amount and Direction of Change in Personal

Interrelationships and Organizationsl Processes

Section II: Change perceived associated with cultural/racial background

Part C: Company Y

Process Varisble: Fairness in Assigning Work

Amount and Direction of Change

Cultural Total

Racial Much No Much

Background Better |Better |Change | Worse| Worse | Percent] N¥

White 5.3 19.k4 55.4 16.0 3.0 100.0 | 206

Black 15.2 | 37.0 | 30.5 | 13.0 4.3 1 100.0] L6

other 5000 - e - - - - 5000 lOOQO 2
% Total 7.5 | 22.4 | s0.4 |15.% | 4.3 | 100.0 |25k

Process Varigble: Rc 2tion to New Behavior or Dress

Amount and Direction of Change

Cultural Total
Racial Much No Much

Background Retter (Better{Change | Worse|Worse | Percent| N¥
White 15.2 | 27.4 | 28,0 | 22.3 7.1} 100.0 }211
Black 4.6 | 37.6 | 33.3 8.3 6.2 100.0 | u48
Other ———— 50.0 50.0 ——— - 100.0 2
Total 1k,9 | 29.5 | 29.2 | 19.5 6.9 | 100.0 | 261

*N = total number of ol._:rvations used in calculating:percentages

0. . 195
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fppencix 3

Percentage Distribution of Answers Indicating

Amount and Direction of Change in Persocnsl

Interrelastionships and Orgenizational Processes

Section II:

Chenge perceived associated with cultural/racial background

Part C: Company Y

Process Variable: Hiring Practices

Amount and Direction of Change
Cultural L Total
Racial Much No Much :
Background Better|Better|Change | Worse Worse | Percent| N*
Vhite 23.9 33.0 { 12.9 |22.5 T.7 100.0 | 209
Black 43.3 | 32.6 | 15.2 {10.9 | =----| 100.0 | L6
Other 50.0 ———— ———— 50.0 ———— 100.0 2
Total o7.2 | 32.8 1 13.2 |20.6 | 6.2 100.0 |257

Process Variable: Promotion

Amount and Directiocn of Change
Cultural Total
Racial Much |- No Much — T
Background Better |Better|Change | Worse| Worse | Perceat| N¥*
White 8.1 | 34.1 | 36.5 {17.5 3.8 | 100.0 {211
Black 18.0 | 34.0 | ko.o 6.0 2.0 | 100.0 | 50
Other 50.0 ———— 50.0 - ———— 100.0 2
Total 10.3 | 33.8 | 37.3 |15.2 3.4 | 100.0 1263

*N = total number of cobservations used in calculzting percentages
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<i¥~ Percentage Distribution of Answers Indicating

Amount and Direction of Change in Personal

Interrelationships and Organizational Processes

Section II: -Change perceived associated with cultural/racial background

Part C: Company Y

Process Variable: Layoff Processes

Amnount and Direction of Change

Cultural Total
Racial Much No Much
Background Better|Better|Change | Worse|{Worse | Percent| N¥*
White 8.1} 17.6 | 53.9 }15.2 5.2 | 100.0 | 210
Black 20.4 | 24,5 | 38.8 |12.2 4.1 ! 100.0 | Lo
Other 50.0 -—— 5C.0 ———— ———— 1C0.0 2
>
i Total 10.7 | 18.7 | 51.0 |1k4.6 5.0 | 100.0 | 261

Process Variable: Money for Training and Education

Amount end Direction of Change :

Cultural . Toval
Racial Much No Much T
Background Better |Better {Change | Worse {Worse |Percent{ N¥
Vhite 29.2 | k3.6 | 22.0 3.3 1.9 | 100.0 {209
Black 39.1 | 41.3 | 19.6 | -=-- | ===~ | 100.0 | U6
Other 50.0 | ==== | 50.0 |=m== { -=== | 100.0| 2
Total 31.1 | 42.8 | 21.8 2.7 1.6 | 100.0 {257

*¥N = total number of observations used in calculsating percentages
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Percentage Distribution of Answers Indicating

Amount and Direction of Change in Personal

Interrelationships and Organizetional Procésses

Section II: Change perceived associated with cultural/recial background

Part C: Company Y

Process Variable: Community Relations

Amount and Direction of Change

Cultural Total
Racial Much No Much
Background Better|Better|{Change | Worse{Worse | Percent{ N¥*
«White 20.3 | 44,0 | 23.3 9.9 2.5 | 100.0 | 202
Black 31.9 | 3%.0 | 27.7 4.3 2.1 | 100.0{ k7
{ : Other 50.0 50.0 ———— - - 100.0 2
Total 2.7 42,2 23.9 8.8 2.h 100.0 | 251

Process Variable: Setting Pay Rates

Amount and Direction of Change

Cultural : Total

Racial Much No Much :

Background Better |Better |Change | Worse;Worse |Percent| N*
White h.7 | 20.3 | 64.6 7.1 3.3 | 100.0 {212
Black 10.2 | 32.6 | k9,0 8.2 | --=- | 100.0{ kg
Other 50.0 | =~=- 50.0 |-=== ] ~=-=~ | 100.0 2
Total 6.1 | 22.4 | 61.6 7.2 2.7 | 100.0 | 263

*N = total number of observations used in celculating percentages
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Percentage Distribution of Answers Indicating

Amount and Direction of Change in Personal

Interrelationships and Organizational Processes

Seection II: Change perceived essociated with cultural/racial background

Part C: Compeny Y

Process Variable: Red Tape

Zmount and Direction of Change
Cultural Total
Racial Much No Much
Background Better|Better| Change | WorsejWorse | Percent; N¥
White 1.5 | 16.5 | 63.1 |15.5 3.4 | 100.0 | 206
Black 4.3 | 15.2 | 65.3 |13.0 2.2 | 100.0} U6
Other wmmm | =w== | 100.0 | ==-= | -=e=| 100.0{ 2

: Total 2.0 | 16.1 | 63.8 |15.0 | 3.1 100.0 | 254

Process Variable: Grapevine

Amount and Direction of Change
Cultural ) Total
Racisl Much No Much
Background Better|Better|Change | Worse |Worse |Percent| N¥*
White 9.9 | 12.8 | 54.6 |14.8 7.9 | 100.0 | 203
Black 13.0 { 13.0 | 52.3 [|15.2 6.5 | 100.0 | L6
Other ———— ——— 100.0 | ===~ -—— 100.0 2
Total 10.4 | 12.7 | 54.6 j1k4.7 7.6 | 100.0 {251

i

s
L
R

¥

-

*N = total number of observations used in calculating percenteges
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_Percentage Distribution of Answers Indicating

Amount and Direction of Change in Personal

Interrelationships and Organizational Processes

Section IIX: Change pereeived associated with level of position

Part A: Companies combined

Process Variable: Communication
Amount and Direction of Change
Total
Level of Much No Much
| Position Better| Better| ChangelWorse | Worse |[Percenti N*
(’ -
’ Hourly 19.1 ] 1.6 ] 25.8 - 10.7 2.8 | 100.0 {178
Foreman oh.3 | 4.3 | 24,3 | 7.1 | ---~ | 100.0 | 70
Supervisor
Prof. Staff} 17.2 | 53.1| 23.5| 6.2} ---- | 100.0 | 6k
Manager 7.3} 60.0] 29.1 3.6 | ---- | 100.0 | 55
Other 38.8| 29.0{ 26.0 | ---- 3.2 | 100.0 | 31
L Total '19.6 | k5.5 25.9 7.5 1.5 | 100.0 {398

*¥N = total number of observatinns used in celculating percentages
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Appendix 2

Percentage Distribution of Answers Indicating

Amount and Direction of Change in Personsal

Interrelationships and Orgenizational Processes

Section II1I:

Change perceived associsted with level of position

Part A: Companies combined
Process Varieble: Teamwork
Amount end Direction of Change
Total

Ievel of Much No Much t—
“Position Better |Better |Change | Worse| Worse | Percent| N¥*
Hourly 13.3 | 35.3 | ko.5 | 6.9| k.o 100.0 [173
Foreman , v
Supervisor e1.h 1 27.2 | 32.9 |17.1 1.4 | 100.0 | 70
Prof. Staff 8.1 | 51.5 | 33.9 6.5 -~ 100,0 | 62
Manager 7.3 | 41.8 | 47.3 3.6 | -~~~ 100,0 | 55
Other 25.0 | 43.8 | 15.6 9,k < | 100.0 | 32
Total 1h.0 | 38.0 | 37.0 8.4 2. 100.0 | 392

*N = total number of observations used in calculating percentages‘
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Percentage Distribution of Answers Indiceting

Amovnt and Dirzction of Change in Personal

Interrelationships and Orgesnizational Processes

Section III: Change perceived associated with level of position

Pert A: Companies combined

Process Variasble: Getting Along with People

Amount and Direction of Change
. ' Total

Ievel of Much No Much

Position Better |Better|Change| Worse]Worse | Percent] N¥*
7o ™
% Hourly 18.5 38,8 29.8 | 11.2 1.7 { 100.0 {178

Foremen/ ) .

Supervisor 25.7 | 4l.4 | 20.0 | 12.9 ---’ 100.0] 70O

Prof. Staff 1k.3 | 46.0 | 38.1 1.6 | ---~ ] 100.0| 63

Manager 1k.5 | sk.6 | 21.8 9.1 | ==--{ 100.0| 55

othEr h’3o3 3607 1.3.3 mmean = 6.7 loo.o 30

Total 20.5 | 2.k § 27.0 8.8 1.3 ] 100.0 | 396

* = total number of observations used in caleculating percentages
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Percentage Distribution.of Answers Indicating

Amount and Direction of Change in Personal

Interrelationships and Organizationsal Processes

Section III: Change perceived assoclated with level of position

Part A: Companies combined

Process Variable: Productivity

Amount and Direction of Change

Total
level of Much No Much
Position Better |Better|Change | Worse| Worse |Percent|{ N¥
{ Hourly 13.1 | 31.2 | 3.7 | 15.3| 5.7 | 100.0 {176
Foreman/ 1.6 | 29.0 | 39.2 {18.8 | 1.h | 100.0 | 69
Supervisor

Prof. Staff 6.5 | 32.3 | 53.1 6.5 1.6 | 100.0 ] 62

Manager 3.8 | 25.0 | 63.5 7.7 --~-] 100.0} 52
Other 2677 | 26.7 | 36.6 6.7 3.5 | 100.0{ 30
Total 11.6 | 29.8 | b2,k |} 12.9 3.3 ] 100.0 | 389

*N = total number of observations used in calculeting percentages

sy
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Percentagehbistribution of Answers Indicating

Amount and Direction of Change in Personal

Interrelationships and Organizetional Processes

Section III: Change perceivsed associated with level of position

Part A: Companies combined

Process Variable: Judging Work

Amount and Direction of Change ‘
Total
ILevel of Much No Much
Position Better |Better|Change| Worse|Worse |{Percent| N¥
. ' Hourly 4.2 { 30.2 | 3.7 | 8.3 | 3.6 | 100.0 |169
- Foreman/ 5
Supervisor ik,7 { 29,4 | 42,6 | 11.8 1.5 | 100.0 | 68
/ Prof. Staff 8.8 | k2.1 | 43.8 5.3 { ~=--- | 100.0 | 57
Manager 2.1 | 29.8 | 66.0 2.1 | ~=-= | 100.0 | k7
Other 25.9 | 22.2 | L4 5 3.7 3.7 | 100.0 | 27
Total 12.8 | 31.2 | k6.5 | 7.3 | 2.2 | 100.0 |368
*N = total number of observations used in celculating percentages
i
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Percentage Distribution of Ancswers Indicating

Amount and Direction of Change in Personal

Interrelationships and Organizational Processes

Section III: Change perceived sssocisted with level of position

Part A: Companies combined

Process Variable: Concern for Individual's Welfare

Amount esnd Direction of Change

Total

Ievel of Much No Much

Position Better|{Better|Change | WorseiWorse | Percent| N¥*
{ Hourly 20.6 | 28.6 | 31.3 |12.6 | 6.9 | 100.0 175

Foreman/ '

Supervi sor 25.7 | 38.6 | 28.6 7.1 | =--- | 100.0{ TO

Prof. Staff 2,2 | u8.h | 21.0 3.2 3.2 | 100.0| 62

Manager 20.8 | 47.1 | 30.2 1.9 | ===~ | 100.0 | 53

Other 32.3 | 30.0 | 30.0 6.7 { ===~ | 100.0 ] 30

Total 23.1 | 36.1 | 29.0 8.2 3.6 | 100,0 } 390

*N = total number of observations used in calculating percenteages
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Percentage Distribution of Answers Indicating

Amount end Direction of Change in Personal

Interrelationships and Organizational Processes

Section III: Change perceived assuciated with level of position

Part A: Companies combined

Process Verisble: Talking to Higher Manasgement

Amount and Direction of Change

Total
Level of - Much No Much
Position Better [Better {Chauge [Worse|{Worse |Percent] N¥*
¢
4 Hourly 22.7 | 32.4 | 35.3 6.8 2.8 | 100.0 {176
Foreman/ 31.9 | 42.7 | 24.6 | 1.4 | --—- | 100.0} 69
Supervisor

| Prof. Staff 20.6 | 6.1 | 31.7 |~--- 1.6 | 100.0}| 63

Manager 22.2 | 38.9 | 37.0 | 1.9 | --=- : 100.0| 5k
Other | 5.7 | 13.8 | 31.1 | 3.k | ---- | 100.0| 29
Total 26.1 | 35.8 | 32.8 | 3.8} 1.5 | 100.0 {391

*N = total number of observaetions used in calculating percentsages
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Percentage Distribution of Answers Indiceting

Amount and Direction of Change in Personal

Interrelationships and Organizational Processes

Section III: Change perceived associated with level of position

Part A: Companies combined

Process Variable: Personal Achievement

Amount and Direction of Change

Total
Level of Much No Much
Position Better |Better |Change | Worse| Worse {Percent| N*
, Hourly 20.0 | 34.1 | 37.1 | 5.3| 3.5 | 100.0 |170
{
Foreman/ 23.5 | 33.9 | 39.7 | 2.9 | ---- | 100.0 | 68
Supervisor

Prof. Staff 8.1 | b0.3 | 8.4 1.6 | 1.6 | 100.0 | 62

Manager 9.4 | 3.4 | k5.3 | 1,9 | --~- | 100.0 | 53
Other 4h.,9 | 3.5 | 13.8 3.4 3.4 | 100.0 | 29
Total 1 19.1 1368 ) 387 | 3.71 2.1 100.0|382

*N = tctal number of observations used in cslculating percentseges
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3% Percentage Distribution of Answers Indiceting

Amount and Direction of Change in Personal

Interrelationships and Organizational Processes

‘2cticn III: Change perceived associeted with level of position

Part A: Companies combined

Process Variasble: Trust

Amount and Direction of Change
Total

Level of Much No Much

Position Better |Better| Change |Worse|Vorse |Percent| N¥*
; Hourly .5 | 19.2 | b5.4 |1b,5 | 6.4 | 100.0 |172
3 X

Foreman/ - 19.1 | 25.0 | 29.5 [23.5 2.9 | 100.0 | #8

Superviscr |

Prof. Staff 3] 3.9 [15.9 1.6 | 100.0 | 63

Manager J.v | 38.9 | 29.6 |2:.2 3.¢ | 100.0 Sﬁ

Dther 31.0 | 31.0 | 17.3 }13.8 6.9 | 100.0 | 29

Total | 140 | 27.5 1 36.4 j17.4 4.7 | 100.0 {386

#N = total number of observations used in calculating percentages
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Percentage Distribution of Answers Indicating

Amount and Direction of Change in Personal

Interrelationships and Organizational Processes

Section III:  Change perceived associeted with level of position

Part A: Companies combined

Process Variable: Favoritism

Amount and Direction of Chahge

Total
Level of Much No Much
Position Better Better Change Worse Worse |Percent N#*
( Hourly L7 17.5 52.6 15.8 9.4 | 100.0 171
Foremsan/ |
Supervisor 5.9 22.1 52.9 13.2 5.9 { 100.0 68

Prof. Staff | 3.3 19.7 57.3 14.8 k4.9 | 100.0 61

Manager 1.9 21.2 59.6 17.3 ----1| 100.0 52
Other 7.7 23.1 '53.8 7.7 7.7 1| 100.0 26
‘Total 4.5 19.6 S4.5 14.8 6.6 | 100.0 378

*N = total number of observations used in calculating percentages
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Percentage Distribution of Answers Indicating

Amount and Direction of Change in Personal

Interrelationships and Organizational Processes

Section III: Change perceived associated with level of position

Part A: Companies combined

Process Variable: Fairness in Assign.ng Work

Amount and Direction of Change

Total
Ievel of Much No Much
Position Better |Better |Change ]| Worse| Worse |Percent] N*
{ _
‘ Hourly 12.9 | 20.0 | k2.4 |18.8 5.9 | 100.0 | X706
Forenan/ 15.9 | 23.2 | 43.5 |1b.5| 2.9 | 100.0]| 69

Supervisor

Frof. Staff 8.3 | 33.3 | 5.0 |1L.7 1.7 | 100.0 | 60

Manager 5.7 t 28.3 | 62.2 3.8 | «--- | 100.0} 53
Other - 14.3 | 25.0 | 50.0 3.6 7.1 | 100.0
Total 11.8 | 2h.2 | 46,4 |13.7 3.9 | 100.0 | 380

*N = total numbar of observations used in calculating percentages

pﬂi
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5 Percentage Distribution of Answers Indicating

Amount and Direction of Change in Personal

Interrelationships and Organizational Processes

Section III: Change perceived associated with level of position

Part A: Compenies combined
Process Verieble: Reaction to New Behavior or Dress
Amount and Direction of Change
Total
Level of Much No Much
Position Better |Better Change‘lWorse Worse |{Percent| N*
( Hourly 13.9 | 17.3 | 34.7 {23.7 { 10.% | 100.0 {173
| Foremean/ 16.2 | 29.4 | 25.0 |25.0 | u.4 | 100.0| 68
Supervisor ' '
Prof. Staff 14.3 | 46,0 | 38.1 1.6 | ---~- | 100.0 | 60
Manager k.8 | 50,0 | 24.0 9.3 1.9 | 100.0| 54
Other 18.5 | 29.6 | 40.8 7.4 3.7 | 100,00 | 27
Total 15.4 | 29.3 | 30.9 |18.1 | 6.3 | 10c.0 | 382

*N = total number of observations used in calculeting percentages
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Percentage Distribution of Answers Indicating

Amount and Direction of Change in Personal

Interrelationships and Organizational Processes

Section III: Change perceived associated with level of position

Part A: Companies combined

Process Varisble: Hiring Practices

Amount and Direction of Change

Total
Level of Much No Much
Position Better |Better| Change | Worse|Worse | Percent| N*
{ Hourly 22,7 | 27.5 | 16.8 |24.0| 9.0 | 100.0|167
Foreman/ 30.0 | 31.4 | 17.1 |18.6 | 2.9 | 100.0]| 70

Supervisor

Prof. Staff 35.9 | 32.9 | 21.9 6.2 3.1 1| 100.0}| 64

Manager 30.9 | 52.8 | 12.7 1.8 1.8 | 100.0| 55
Other 37.9 | 34.5 | 20.7 6.9 | ~--- | 100.0| 29
Total 28.6 | 33.2 | 17.4 |15.6 5.2 i 100.0 { 385

*¥N = total number of observations used in calculating percentages
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Percentage Distribution of Answers Indicsting

Amount and Direction of Change in Personal

Interrelationships and Organizational Processes

Section III: Ch age perceived associated with level of position

Part A: Compenies combined

Process Variable: Promection

Amount and Direction of Change

Total
Level of Much No Much
Position Better |Better|Change{ WorsejWorse | Percent|{ N¥*
{ " | Hourly 10.3 |-28.7 | 36.3 | 18.4 | 6.3 | 100.0 |17l
Foremr =/ 21.7 | 37.8 | 30.4 | 10.1 | ---~| 100.0 | 69
Supervisor

Prof. Staff 19.0 | 38.1 | 36.5 4.8 1.6 { 100.0 | 63

Manager 14,8 | k6.3 | 35.2 3.7 { ---- | 100.0 | 5k
Other 18,8 | 31.2 | 37.5 9.4 3.1 | 10C.0 |, 32
Total 15,1 | 3u.4 | 35.2 {12.0 | 3.3 | 100.0 |392

*N = total number of observations-used in calculating percentages
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é; Percentage Distribution of Answers Indicating

Amount and Direction of Change in Personal

Interrelationships and Organizational Processes

Section III: Change perceived associated with level of position

Part A: Companies combined

Process Variable: Lasyoff Processes

Amount and Directicn of Change

Total
Tevel of Much No Much
Position Better {Better |Change| Worse|Vorse |Percent| N*
¢ Bopriy 9.4 | 16.4 | 46.2 | 18.1 | 9.9 | 100.0 {171
' Foremean/ | |
Supervisor 12.8 | 10.0 | 60.0 | 1k.3 2.9 | 100.01 70
Préf. Staff 11.3 | 16.1 | 53.2 | 19.4 | ««=- | 100.0 | 62
Menager 9.3 J35.2 1m0 3.7 ) cues | 10000 ¢ Lu
Other 11.1 7.4 | 63.0 | 14.8 3.7 { 100.0 { 27
Total 10.4 1717.2 51.8 | 15.L 5.2 | 100.0 |384

*N = total number of observaticns used in calculating percentages
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Percentage Distribution of Answers Indicating

Amount and Direction of Change in Personal

Interrelationships and Organizstional Processes

Section III: Change perceived associated with level of position

Part A: Companies combined

Process Variable: Money for Training and Education

Amount and Direction of Change

Total
Level of Much No Much [
Position Better |Better |Change | Worse|Worse | Percent, N¥*
{ Hourly 31.9 | 39.2 | 19.9 6.0 3.0 | 100.0 | 166
Foreman/ ! ‘ £
Su_-ervisor 39.1 1 36.3 | 20.3 | 2.9 | 1.k | 100.0| €9

Prof. Staff 37.2 | 41.9 | 16.1 1.6 3.2 | 100.0 | 62

Manager 3.7 | k0.0 | 14.5 | 1.8 | ==~ | 100.0 | 55
Other 34.6 | 34.6 | 26.9 3.9 | ===~ | 100.0 | 26
Total 36.0 | 38.9 | 19.0 4.0 2.1 { 100.0 |378

*N = total number of cbservations used in calculating percentages
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j? Percentage Distributicn of Answers Indicating

Amount and Direction of Chenge in Personal

Interrelationships and Organizational Processes

Section ITI: Change perceived associated with level of position

Part A: Companies combined

Process Variable: Community Relations

Amount and Direction of Change
Totsel

Level of Much No Much

Position Better |Better|Change | Worse|Worse |Percent| N*
( Hourly 17.6 | k0.0 | 28.5 | 9.7 ! 4.8 | 100.0 | 165
‘ Poreman/ | 588 | uo.5 | 2.2 | 3.0| 1.5 | 100.0]| €6

Supervisor: °

Prof. Staff 27.0 | k2.9 | 23.8 6.3 ---- | 100.0| 63

Manager 19.6 | 56.9 | 17.6 5.9 | ===~ | 100.0}| 51

Other 6.4 | 31.8 | 22.7 9,1 | ===~ | 100.0| 22

Total 22.3 { b2.7 | 25.1 7.4 2.5 { 100.0 | 367

*¥N = total number of observations used in celculating percentages
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Percentage Distribution of Answers Indicating

Amount and Direction of Change in Personal

Interrelationships and Organizational Processes

Section III: Change perceived associated with level of position

Part &: Companies combined

Process Variable: Setting Pay Rates

‘Amount and Direction of Change

Total
Level of Much No Much
Position Better |Better| Change | Worse|Worse |Percent! N*
{ Hourly 8.7 | 2k.k | hy.7 l12.2| 7.0 | 1200.0] 172
Foreman/ 1.
Supervisor 5.8 | 24.6 | 62.4 5.8 1.4 | 100.0| 69

Prof. Staff | 6.6 | 19.7 | 65.5 | 6.6 | 1.6 | 100.0| 61

Maneger 1.8 | 20.0 | 74.6 3.6 | =~~~ | 100.0| 55
Other 14,3 | 21.4 | 60.7 3.6 | ---- | 100.0] 28
Total 7.3 | 22.9 | 57.9 8.3 3.6 | 100.0 | 385

¥N = total number of observations used in calculating percentsges
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Percentage Distribution of Answers Indicating

Amount and Direction of Change in Personal

Interrelationships and Organizational Processes

Section IIX: Change perceived associated with level of position

Part A: Companies combined

Process Variable: Red Tape

Amount and Directicn of Change

Total
Level of Miich Fo Much
Position Better |Better {Change | Worse|Worse | Percent| N¥
Hourly 3.1 | 12.9 59.5 | 16.5 8.0 | 100.0 |163
Foreman/
Supervisor 6.2 | 16.9 | 63.1 |12.3 1.5 | 100.0 1t 65

Prof. Steff 3.3 | 26.2 | 4.1 |14.8 1.6 | 100.0 | 6L

Manager 1.9 {11.1 | 79.6 | T.b | =-== | 100.0 | 5k
Other 8.7 | 13.0 | 52.2 |1i7.h4 8.7 | 100.0 | 23
" Total 3.8 | 15.6 | 61.8 | 1h.2 4,6 | 100.0 {366

*N = total number of observetions used in calculating percentages
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Appendix 3

Percentage Distribution of Answers Indicating

Interrelationships and Organizational Processes

Amount and Direction of Change in Personsal

Section IIX:

Change perceived associated with level of position

Part A: Companies combined
Process Varisble: Grapevine
Amount and Direction of Change
Total
Level of Much No Much p——
Position Better |Better |Change | Worse Worse | Percent] N¥*
Hourly 8.6 8.6 | 51.9 |ik.2 | 16.7| 100.0|162
Foreman/ o
Supervisor 6.2 17.6 | 7.1 |13.2 5.9 1 1006.0| 68
Prof. Staff 5.4] 16.1 | 60.6 |16.1 1.8 100.0| 5%
Manager 5.91 23.5 | 62.8 7.8 | --~- | 100.0 | 51
Other ~8.3] 8.3 | 5.« |20.8 h.o2o! 100.0| 24
" Total 9.1} 13.6 | =+ 5 l13.9 9.0 | 100.0 | 361

*N = total number of observations used in calculating percentages
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Percentage Distribution of Answers Indicating

Amount and Direction of Change in Personal

Interrelationships and Orgasnizational Processes

Section ITI: Change perceived associated with level of position

Part B: Company X

Process Varisble: Communication

Amount and Direction of Change
Total
Level of Much No Much
| Position Better |Better| Change | Worse| Worse | Percent] N#*
! Hourly 3.8 | 39.1 1 17.4 8.7 =~~-- | 100.0 | k6
Foreman/ b5 | 29.6 | 18.5 | 7.4 | ---= | 100.0| 27
Supervisor
Prof. Staff 22.7 50.C | 18.2 9.1 - 100.0 | 22
Menager ---- | 86.6 6.7 6.7 ~--- | 100,01} 15
Other 40.9 | 27.3 | 31.8 |eeem | ~-a- | 100.0| 22
Total 31.8 | k2.5 | 18.9 6.8 { ~---- | 100.0 | 132

#N = total number of observaticns used in calculating percentages
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:gf Percentage Distribution of Answers Indicating

Amount and Direction of Change in Personal

Interrelationships and Organizestional Processes

Section III: Change perceived associated with level of position

Part B: Company X

Process Variable: Teamwork

Amount end Direction of Change
Total

Level of Much , No Much

Position Better |Better|Change | Worse| Worse | Percent| N*
( Hourly 25.0 | 38.6 | 27.3 | 6.8 | 2.3 | 100.0| Lk
| Foreman/

Supervisor 29.6 | 29.6 | 25.9 |11.2 3.7 | 100.0 ] 27

Prof. Staff 19.0 | 42.9 | 28.6 9.5 | ---- | 100.0| 21

Menager 13.3 | 33.3 | 46.7 | 6.7 | ---- | 100.0] 15

Other 21.7 | 43.6 | 21.7 8.7 4.3 | 100.0 | 23

Total 23.1 | 37.6 | 28.5 8.5 2.3 { 100.0 | 130

#N = total number of observations used in calculating percentages
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Percentage Distribution of Answers Indicating

Amount and Direction of Change in Personal

Interrelstionships and Organizational Processes

Section III: Change perceived associated with level of position

Psrt B: Company X

Process Variehle: Getting Along with People

Amount and Direétion of Change
Total

Level of Much No Much

Position Better |{Better|Change | Worse|Worse | Percent| N*
( Hourly 37.0 | 41,2 | 19.6 2.2 | ~-~- | 100.0 | 46

Foreman/ 33.3 | 40.8 | 18.5 | T.h | --=- | 100.0 | 27

Supervisor

Prof. Steff | 31.8 | 45.5 | 22,7 | ---- | --=- | 100.0 | 22

Mansger 33.3 | 6.7 | 13.3 | 6.7 | --~- | 100.0 | 15

Other ke.9 | k2.9 9.4 | —--- 4,8 | 100.0 | 21

Total 35.9 | k2.6 | 17.6 3.1 0.8 | 100.0 |131

#N = total number of observations used in calculating percentages
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Percentage Distribution of Answers Indicating

Amount and Direction of Change in Personal

Interrelationships and Organizational Processes

Section III: Change;perceived associated with lev=l of position

Part B: Company X

Process Variable: Productivity

Amount and Direction of Change

Total
Level of Much No Much
Position Better |Better|Change| VWorse| Worse | Percent| N*
( Hourly 15.9 | 40.9 | 25.0 | 15.9 2.3| 100.0 | Lk
Foreman/
Supervi sor: ,18°5 37.1 | 22.2 | 18.5 3.7({ 100.0 | 27

Prof. Staff | 14.3 | 33.3 | 42.9 | 9.5 =e--| 100.0| 21

Manager 7.1 { 21.h | 64.4 7.1 ----{ 100.0 1| 1k
Other 23.8 | 33.3 | 38.1 .8 | ==~} 100.0} 21
Total 16.5 | 35.4 | 33.9 | 12.6 1.6 | 100.0 {127

*N = total number of observations used in calculating percentages

weiy
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Percentage Distribution of Answers Indicating

Amount and Direction of Change in Personal

Interrelationships and Orgesnizational Processes

Section III: Change perceived associated with level of position

Part B: Company X

Process Variable: Judging Work

Amount énd Direction of Change
' Total

Level of Much No Much

Position ‘Better |Better|Change | Worse|{Worse |Percent| N*
0 | Hourly 21,4 | 38.1 | 35.7 | 4.8 | ~--- | 100.0 | L2
* Foreman/

Supervisor 29.6 | 25.9 | 29.6 |1hk,9 | ---~ | 100.0 | 27

Prof. Staff 19.0 52.4 23.8 4.8 ———— 100.0 | 21

Manager ---- | 38.5 | 53.8 T.7T | =-==-~ | 100.0 | 13

Other 26.3 | 31.6 | b2l |~-e~e | ===~ | 100.0 | 19

Total 21.3 | 36.9 | 35.2- | 6.6 | ---~ | 100.0 {122

*¥N = total number of observations used in calculating percentages
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=
Percentage Distribution of Answers Indicating
Amount and Direction of Change in Personal
Interrelatiorships and Orgenizational Processes
Section III: Change perceived associated with level of position
Part B: Company X
Process Variable: Concern for Individual's Welfare
Amount and Direction of Change
Total
Level of Much No Much
| Position Better |Better|Change| Worse|Worse |Percent| N¥
( Hourly 29.6 | 20.5 | 38.6 6.8 4.5 | 100.0 | bk
Foreman/ : |
Supervi sor 25.9 | 33.3 | 40.8 | «aec | -==- | 100.0 | 27
Prof. Staff 33.3 | b2.9 | 19.0 | -~=- 4.8 | 100.0 | 21
Mansager 21.4 | b2.9 | 35.7 | ==== | =~==- | 100.0 | 1k
Other 33.3 | 28.6 | 33.3 4,8 | ~==- | 100.0 | 21
Total 29.1 | 30.7 | 3h4.7 3.1 2.k | 100.0 (127
*N = fotal number of observations used in calculating percentages
I
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Percentage Distribution of Answers Indicating

Amount and Direction of Change in Personal

Interrelationships and Organizational Processes

Section IJI: Change perceived associated with level of position

Part B: Company X
Process Variable: Talking to Higher Management
Amount and Direction of Change
Total
Ievel of Much No Much
Position Better |Better|Change | Worse Worse |Percentj N¥
{ Hourly 35.6 | 28.9 | 33.3 |---- | 2.2 | 100.0| 45
Foreman/ -
Supervisor 40.8 | 29.6 | 25.9 3.7 ~~-= | 100.0 | 27
Prof. Staff | 28.6 | b7.6 | 23.8 |---= | «-=- } 100.0 | 22
Manager 21.bh | 35.7 | k2.9 |-=== | ~--- | 100.0 | 1k
Other 40.0 | 20.0 | 35.0 5.0 | --=- | 100.0} 20
Total 34.6 | 31.5 | 31.5 1.6 0.8 | 100.0 {127
*N = total number of observations used in calculating percentages
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Percentage Distribution of Answers Indiceting

Amount and Direction of Change in Personal

Interrelationships and Crganizational Processes

Section III: Change perceived associated with level of position

Part B: Company X

Process Variable: Personal Achievement

Amount and Direction of Change
Total

Level of Much No Much

Position Better |Better| Change| Worse|Worse | Percent] N¥*
({ Hourly 31.0 | 33.3 | 33.3| 2.4 | ---- | 100.0| k2

Foreman/

Supervi sor 33.3 | 25.9 | 40.8 | === | -=-- | 100.0 | 27

Prof. Staff 18.2 | 5.4 31.8_ ———— 4.6 | 100.0 ! 22

Mansger 4.3 | 35.7 | 50.0 | ===-- } --~- | 100.0 | 1k

Other 45.0 | 35.0 | 15.0 5.0 ———— 100.0 | 20

Total 29.6 | 3b.L | 33.6 | 1.6 | 0.8 | 100.0 |125

*N = total number of observations used in calculating percentages
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Percentage Distribution of Answers Indicating

Amount and Direction of Change in Personal

Interrelationships and Organizational Processes

Section III: Change perceived associeted with level of position

Part B: Company X

Process Variable: Trust

Amount and Direction of Change

. Totel
Level of Much No Much
Position Better |Better|{Change | Worse|Worse ) Percent| N*
{ Hourly 32.6 | 20,9 | 1.9 | 2.3 | 2.3 | 100.0| 43
Foreman/ 19.2 | 30.8 | 42.3 | 7.7 | -~-- | 100.0 | 26
Supervisor

Prof. Staff 1%.3 | 33.3 { 38.1 {1hk.3 | ~--- | 100.0 | 21

Manager Cmeee | L4 | 28,6 femem | ame- 100.0 | 1k
Other 30.0 35.0 15.0 15.0 5.0 100.0 20

Total 22.6 | 33.1 | 35.4 7.3 1.6 { 100.0 {124

*N = total number of observations used in calculating percentages
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Percentage Distribution of Answers Indicating

Amount and Direction of Change in Personal

Interrelationships and Organizational Processes

Section III: Change perceived associated with level of position

Part B: Company X

Process Variable: Favoritism

Amount and Direction of Change

Total
Level of Much No Much
Position Better |Better| Charige | Worse|Worse !|Percent| N*
Hourly 9.3 | 23.3 | 53.% | 9.3 | L.7 | 100.0} L3
{ Foreman/ |
' Supervisor 11.5 | 15.k | 57.7 7.7 7.7 | 100.0| 26

Prof. Staff ~=~- | 35,0 | 40.0 !20.0 5.0 | 100.0 ] 20

Manager ~--- 1 50.0 | k2.9 7.1 | -=-- | 100.0 | 1k
Other --~= | 23,5 | 64.7 5.9 5.9 | 100.0 | 17
Total 5.8 1 26.7 | 52.5 |10.0 5.0 | 100.0 |120

¥N = total number of observations used in calculating percentages
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Percentage Distribution of Answers Indicating

Amount and Direction of Change in Personal

Interrelationships and Organizational Processes

Section III: Change perceived associated with level of position

Part B: Company X

Process Variable: Fairness in Assigning Work

Amount and Direction of Change

Total
Level of Much No Much
Position Better |Better |Change | Worsej Worse | Percent] N¥*
( Hourly 23.3' | 20.9 | 41.8 | 9.3 ] 4.7 | 100.0 | 143
Foreman/ 29.6 | 22.3 | 29.6 {14.8 | 3.7 | 100.0 | 27

Supervisor
Prof. Staff 19.0 { 28.6 | 38.1 {14.3 | ---~ | 100.0 | 21

Manager 13.3 | 53.3 | 26.7 | 6.7 | ---- | 100.0 | 15
Other 10.0 | 30.0 | 50.0 | 5.0} 5.0 | 100.0 ] 20
Total 20.6 | 27.8 | 38.1 {10.3 | 3.2 | 100.0 {126

¥N = total number of observaticns used in calculating percentages
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%
Percentage Distribution of Answers Indicating
Amount and Direction of Change in Personal
Interrelationships and Organizational Processes
Section ITI: Change perceived associated with level of position
Part B: Company X
Process Varisble: Reaction to New Behavior or Dress
Amount snd Direction of Chenge
Total
Level of Much No Much
Position Better |Better |Change | Worse| Worse |Percent] N*
( Hourly 18.6 | 11.6 | uh.2 [16.31 9.3 | 100.0| L3
Foreman/ ik.9 | 25.9 | 29.6 |25.9 3.7 | 100.01} 27
Supervisor ,
Prof. Staff 21.1 | k2.0 | 31.6 5.3 =--~{ 100.0} 19
Manager 7.1 | 78.7 | ~--- 7.1 7.1 | 100.0 { 1k
Other 16.7 { 22.2 | 50.0 }11.1 | ~-=-- | 100.0 | 18
Total 16.5 | 28.9 | 3k.7 j1bk.9 5.0 { 100.0 {121

*N = total number of observations used in celculating percentages
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Percentage Distribution of Answers Indicating

Amount and Direction of Change in Personal

Interrelationships and Organizational Processes

Section ITII: Change perceived associated with level of position

Part B: Company X

Process Variable: Money for Training and Educestion

Amount and Direction of Change
Total

Ievel of Much No Much

Position Better|Better|Change |} Worse {Worse] Percent] N¥*
( Hourly k0.5 | 30.9 { 11.9 }11.9 h.8f 100.01{ k2

Foreman/ .

Supervi sor bh.s5 | 25.9 | 22.2 3.7 3.7t 100.0 | 27

Prof. Staff 55.0 | 35.0 | «=~- 5.0 5.0f 100.0 | 20

Manager 80.0 { 20,0 | ===~ | ==e= | -=--f 100.0| 15

Other 23.5 | 41.2 | 29.4 5.9 | -~-=f 100.0 | 17

Total L46.3 | 30.6 | 13.2 6.6 3.3% 100.0 } 121

*N = total number of observations used in calculating percentages
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&
Percentage Distribution of Answers Indiceting
Amount and Direction of Change in Personal
Interrelationships and Organizetional Processes
Section III: Change perceived associated with level of position
Part B: Conmpany X
Process Variable: Community Relations
Amount and Direction of Change
Tctal
Level of Much No Much
’ Position Better |Better|Change | Worse|Worse |Percent| N¥
( Hourly 19.0 | ko.5 | 28.6 L.8 7.1 | 100.0}| k2
Foreman/ o
Supervisor 26.9 | 6.2 | 26.9 | e-=~ | ~---= | 100.0}| 26
Prof. Staff 23.8 | L2.8 | 28.6 4,8 | ~--- | 100.0} 21
Menager o1.h | 57.2 | 214 |Zeee | ---- | 100.0 | 1k
Other 15.4 | 38.4 | 30.8 [15.4 | ---- | 100.0 | 13
Total 21.6 | k.0 | 27.5 L.3 2.6 | 100.0 {116
*N = total number of observations used in calculating percentages
A
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Percentage Distribution of Answers Indicating

Amount and Direction of Change ih Personal

Interrelationships and Organizational Processes

Section III: Change perceived associated with level of position

Part B: Company X

Process Variable: Setting Psy Rates

Amount end Direction of Change

Total
Ievel of Much No Much
Position Better |Better{Change | Worseg Worse | Percent| N#*
{ Hourly i4.3 | 11.9 | 0.5 |19.0| 14.3 | 100.0| k2
| Foreman/

Supervisor 7.4 | 29.6 | 55.6 | T.4| ---- | 100.0} 27

Prof. Staff 5.3 { 26.3 | 52.6 [10.5 5.3 | 100.0| 19

Manager w=e= | 46,7 | 53.3 |-em=] -~-=] 100.01} 15
Other 15.6 | 21.2 | 57.9 5.3 -~-= 1 100.0| 19
Total 9.8 | 23.8 | 50.0 [|(10.7 5.7 { 100.0 {122

¥N = total number of observations used in calculating percentages
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Percentage Distribution of Answers Indicating

Amount and Direction of Change in Personal

Interrelationships and Organizetional Processes

Section IXI: Change perceived associated with level of position

Part B: Company X

Process Varigble: Hiring Praetices

-y

Amount and Direction of Change |

Total
Level of Much No Much
B Position Better |Better|Change | Worse|Worce | Percent] N¥
( Hourly 7.3 1318 |31 | b5 2.3 100.0] M
Foreman/ 29.6 | 33.h | 22.2 [11.1 | 3.7 100.0] 27
Supervisor

Prof. Staff 22.7 { b5.6 | 22.7 h.s5 h.5 | 100.0| 22

Manager 6.6 | 26.7 | 20.0 | -=-- 6.7 { 100.0| 15
Other ho.0 | 35.0 | 20.0 5.0 | -=-=-= | 100.0{ 20
Total 31.3 | 34.5 | 25.6 5.5 3.1 | 100.0 | 128

#N = total number of observations used in calculating percentages
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- Percentage Distribution of Answers Indicating
Amount and Direction of Change in Personal
Interrelationships and Organizational Processes
Section IIXI: Change perceived asscciated with level of position
Part B: Company X
Process Variasble: Promotion
Amount and Direction of Change
Total
Level of Much No Much
Position Better|Better|Change | Worse| Worse {Percentj N*
{ Hourly 13.6 | 38.7 | 34.1 | 9.1 | k.5 | 100.0| Lk
Foreman/ 29.6 | 37.1 | 29.6 | 3.7 | --=- | 100.0| 27
Supervisor

Prof. Staff 38.0 | 28.6 | 28.6 |---- |- 4.8 | 100.0 | 21

Manager 35.7 | k2.9 | 224 }--ac | --=='| 100.0] 1k
Other 21.7 | 30.4 | 34.9 8.7 4.3 100.0{ 23
Totgl 2b.8 | 35.7 | 31L.0 5.4 3.1 | 100.0 | 129

*N = total number of observations used in celculating percentages
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Percentage Distribution of Answers Indiceting

Amount and Direction of Change in Personal

Interrelationships and Organizational Processes

Section III: Change perceived associated with level of position

Part B: Company Y

Process Variable: Layoff Frocesses

Amount and Direction of Change’

Total
Level of Much No Much
Position Better(Better|Change | Worse|Worse | Percent| N¥*
( Hourly 2.3 118.2 | 40.9 |29.5 | 9.1 ! 100.0| ki
Foreman/ 22.2 | 11.1 {55.6 | 3.7 | 7.4 100.01| 27
Supervisor

Prof. Staff 15.0 5.0 | 65.0 }|15.0 | ---- | 100.0 | 20

Manager 7.1 | 35.7 | 57.2 |-=== | ===< | 100.0 | 1k
Other 5.6 | --=-= | 66.7 l22.1 5.6 | 100.0 | 18
Total 9.8 | 13.8 { 53,6 |17.1 5.7 { 100.0 {123

*N = total number of observations used in cazleulsting percentages
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Percentage Distribution of Answers Indicating

Amount and Direction of Chenge in Personal

Interrelationships and Organizational Processes

Section IIT: Change perceived associasted with level cof position

Part B: Company Y

Process Variable: Red Tape

Amount and Direction of Change
Total

Level of Much No ' Much

Position Better |Better|Change| Worse{Worse | Percent{ N¥
( Hourly 7.9 { 10.5 |.50.0 { 15.8 | 15.8 | 100.0 | 38

Foreman/

Supervi sor 11.5 | 15.4 57.8 { 11.5 3.8 | 100.0| 26

Prof. Staff 5.3 31.6 52.6 10.5 ——— 100.0 19

Menager 7.1 | ---- | 85.8 7.1 | ---~ | 100.0 { 1b

Other 6.7 | 13.3 | 53.4 {13.3 | 13.3{ 100.0 | 15

Total 8.0 | 1b.3 | 57.2 | 12.5 8.0 | 100.0 {112

*N = total number of observations used in calculating percentages
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Perrentage Distribution of Answers Indicating

Amormt and Direction of Change in Personal

Interrelationships and Organizetional Processes

Section III: Change perceived associated with level of position

Part B: Company X

Process Variable: Grapevine

Amount and Direction of Change
Total
Level of Much No ‘ Much
Position Better |Better {Change | Worse| Worse | Percent{ N¥
{ Hourly 2.6 | 12.8 | 48.7 [12.8 | 23.1| 100.0 | 39
Foreman/ 15.5 | 19.2 | 46.2 | 7.7 | 11.5 | 100.0 | 26
Supervisor
Prof. Staff 5.9 | 17.6 | 58.8 {11.8 5.9 | 100.0 | 17
Manager ~——— 25.0 | 75.0 -———— ——— 100.0 12
Other 6.2 6.2 { 56.3 |25.1 6.2 | 100.0 | 16
Total 6.4 | 15.5 | 53.6 [11.8 | 12.7 | 100.0 |110

*N = total number of observations used in calculating percentages
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Percentage Distribution of Answers Indiceting

Amount and Direction of Change in Personal

Interrelationships and Organizational Processes

Seetion IT= - Thange perceived associated with level of position

Part Z  Company Y

Process Varisble: Comhunication

Amount and Direction of Change
Total
Level of ' Much No Much
Position Better|Better|Change | Worse|Worse |Percent| N*
{ Hourly 13.6 | 2.4 | 28.8 }11.4 | -3.8 | 100.0 }132
Foreman/ 11.6 | 53.5 | 27.9 | 7.0 | ---= | 100.0 | b3
Supervisor
Prof. Staf™ 14,3 | sh.7 | 26.2 4,8 | -—-—- | 100.0 | k2
Manager 10.0 | 50.0 | 37.5 2.5 { ---- | 100.0 | kO
Other 33.3 | 33.3 | 22.3 | «=e~ { 11.1 | 100.0 9
. Total 13.5 { 47.0 | 29.3 | 7.9 2.3 | 100.0 |266

*N = tote! number of observations used in calculating percentages
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jﬁ Percentage Distribution of Answers Indicating

fmount and Direction of Change in Personal

Interrelationships and Orgenizationsl Processes

Section III: Change pérceived associated with level of postion

Part C: Company Y

Process Varieble: Teamwork

Amount and Direction of Change
Totel

Level of Much No Much

Position Better|Better |Change | Worse|Worse |Percent| N¥
( Hourly 9.3 | 34.0 | 45.0 | 7.0 | k.7 | 100.0 |129
" Foreman/ - ——

Supervisor +0.3 25.6 | 37.2 | 20.9 100.0 | 43

Prof. Staff 2.4 56.1 36.6 4,9 | -=~- | 100.0 | 41

- Manager 5.0 | 5.0 | b7.5 2.5 | ===~ | 100.0 { ko

Other "33.3 | 44,5 | we== [ 11.1 | 21.1 | 200.0] 9

Total 9.5 | 38.2 1,2 8.4 2.7 100.0 262

*N = total number of observations used in calculating percentages
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ii Percentage Distribution of Answers Indiceting

Amount end Direction of Change in Personal

Interrelationships and Organizational Processes

Section III¢ Change perceived associated with level of position

Part C: Company Y

Process Variable: Getﬁing Along with People

Amount and Direction of Change
Total

Level of: Much No Much

Position Better [Better|Change | Worse|Worse | Percent| N*
( Hourly 12.1 | 37.9 | 33.3 | 1.4 | 2.3 | 100.0 |132

Foreman/ 20.9 | 1.9 | 20.9 | 16.3 | --=- | 100.0 | 43

Supervisor

Prof. Staff h.o | k6.3 | 46.3 2.5 ~--- | 100.0 | k1

Manager 7.5 | 57.5 | 25.0 | 10.0 | ---- | 100.0 | k4O

Other hy,5 | 2232 | 22,2 | ~--- | 11.1 | 100.0 9

Total 12.8 { 42.3 | 31.7 }| 11.7 1.5 | 100.0 {265

*N = total number of observations used in calculating percentages
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Percentage Distribution of Answers Indicating

el
'

Amount and Direction of Change in Personal

Interrelationships and Organizational Processes

Section III: Change perceived associated with level of position

Part C: Company Y

Process Variable: Productivity

Amount and Direction of Change

Total
Level of Much No Much
Position Better [{Better |Change | Worse|Worse |Percent| N¥
Hourly 12.1 | 28.0 | 37.9 |15.2 6.8 | 100.0 {132
( Foreman/ | | )
: Supervisor 7.1 | 23.9 | 50.0 }19.0 --= | 100.0 | b2

Prof. Staff 2.4 | 31.7 | 58.6 k.9 2.4 | 100.0{ k1

Manager 2.6 | 26.3 | 63.2 7.9 | ==== | 100.0| 38
Other 33.3 11.1 33.4 11.1 11,1 100.0 9
Total 9,2 | 27.1 | k6.5 |13.0 h.2 | 100.0 | 262

*N = total number of observations used in calculating percentages
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Percentage Distribution of Answers Indicating

Amount and Direction of Change in Personal

Interrelationships and Orgesnizational Processes

Section ITI: Change perceived associated with level of position

Part C: Company Y

Process Variable: Judging Work

Amount and Direction of Change

Total
Level of. Much No Much
Position | Better |Better {Change | Worse|Worse |Percent| N*
( Hourly 11.8 | 27.6 | 6.5 | 9.4 4.7 | 100.0 |127
Foreman/
Supervisor h,9 | 31.7 | 51.2 9.8 2.4 | 100.0{ 1

Prof. Staff 2.8 | 36.1 | 55.5 5.6 | ~=~-] 100.0 | 36

Manager 2.9 | 26.5 | 70.6 | emee | === | 100.0 | 34
Other 25.0 | === | 50.0 l12.5 | 12.5| 100.0| 8
Total 8.5 | 28.5 1 s2.0 | 7.7 1 3.3 100.0 {246

¥N = total number of observations used in calculating percentages
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Percentage Distribution of Answers Indicating

Amount and Direction of Change in Personal

Interrelationships and Orgenizational Processes

Section III: Change perceived associated with level of position

Part C: Company Y

Process Variable: Concern for Individual's Welfare

Amount and Direction of Change

Total
Level of Much - No Much
Position Better |Better {Change | Worse|Worse | Percent] N*
( Hourly 17.6 | 31.3 | 29.0 [1bk.5| 7.6 | 100.0 |131
- Foreman/ 25.6 | 41.9 | 20.9 |11.6 | ---- | 100.0 | 43
Supervisor '

Prof. Staff 19.5 | 51.2 | 22.0 4.9 2.4 | 100.0 | k41

Manager 20.5 | u8.7 | 28.2 2.6 | ---- | 100.0| 39
Other 33.3 {33.3 | 22.3 (11.1 | ---- | 100.0 g
Totad 20.2 | 38.8 | 26.2 110.5 h.2 | 100.0 {263

*¥N = total number of observations used in celculating percentages
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Percentage Distribution of Answers Indicating

Amount and Direction of Change in Personal

Interrelationships and Organizational Processes

Section ITII: Change perceived associsted with level of position

Part C: Company Y

Process Variable: Talking to Higher Management

Amount and Direction of Change

Total
ILevel of Much -~ No Much
Position Better |Better|Change |WorselWorse | Percent] N¥*
( Hourly 18.4 | 33.6 | 35.7 | 9.2{ 3.1 100.0 |131
| Foreman/ PP | T
Supervisor 6.2 1 50.0 | 23.8 |-=-- | ---- | 100.0 | k2

Prof. Staff 16.7h“ ks, 2 § 35,7 |-e=w 2.h | 100.0} k2

Manager 22.5 | Lo.0 | 35.0 2.5 | ---- | 100.0 | kO
Other 77.8 | =-n=a | 22,2 {~=== | =--== ! 100.0 9
ﬂnTotal 22.0 { 37.9 | 33.3 k.9 1.9 { 100.0 {264

*N = total number of observations used in calculating percentages
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Percentage Distribution of Answers Indicating

Amount and Direction of Change in Personal

Interrelationships and Organizational Processes

Section III: Change perceived associated with level of position

Part C: Company Y

Process Variasble: Personal Achievement

Amount and Direction of Change
Total

ILevel of Much No Much

Position Better|Better |Change | Worse| Worse |Percent] N¥
( Hourly 16.4 | 3b.4 | 38.3 | 6.2 L4.7 | 100.0' 28

foreman/ 17.1 | 39.0 | 39.0 | 4.9 | ---- | 100.0| M1

Supervisor

Prof’, Staff 2.5 | 37.5 | 57.5 2.5 =--~| 100.0| ko

Manager 7.7 | 46.1 | 43.6 2.6 | ---- 1 100.0| 39

Other 4Wy,5 } 33.3 { 11.1 | ----}| 1l1.1 | 100.0 9

Total 4.0 | 37.4 | 412 | L7} 2.7 100.0] 257

. i

*¥N = total number of observations used in cslculating percenteges
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Percentage Distribution of Answers Indicating

Amount and Direction of Change in Personal

Interrelstionships and Organizational Processes

Section III: Change perceived associated with level of position

Part C: Company Y

Process Variable: Trust

Amount and Direction of Change

Total
Ievel of Much No Much
Position Better |Better|Change | Worse| Worse | Percent| N¥*
( Hourly 8.5 | 18.6 | k6.5 | 18.6 7.8 | 100.0 {129
| Foreman/ 19.0 | 21,4 | 214 |33.4| L.8 | 100.0 | k2
Supervisor

Prof. Staff 2.4 { k5,2 | 33.3 |16.7| 2.4 | 100.0 | k2

Mansger 7.5 | 27.5 | 30.0 130.0| 5.0} 100.0 | 4o
Other 33.4 { p2,2 } 22,2 l11.1 ) 11.1 | 100.0 9

Total 9.9 | 24.8 | 37.1 |22.1 6.2 | 100.0 262

|

¥N = total number of observations used in calculating percentages
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Percentage Distribution of Answers Indicating

Amount and Direction of Change in Personal

Interrelastionships and Organizational Processes

Section IIT: Change perceived associated with level of position

Part C: Company Y
Proé§§s Variable: Favoritism
P
rd
Amoug% and Direction of Change
/ Total
Level of Mugh No Much
Position Beter|Better |Change | Worse|Worse | Percenti N¥*
{ Hourly 3.1 | 15.6 | 52.4 [18.0 | 10.9 | 100.0 {128
Foreman/ 2.h | 26.1 | 50.0 |16.7 | L4.8 | 100.0| k2
Supervisor
Prof. Staff L.9 | 12.2 | 65.8 |12.2 4,9 | 100.0 | b1
Manager 2.6 |10.5 | 65.8 21,1 | ---- | 100.0 | 38
Other 22,2 | 22.2 | 33.4 |11.1 | 11.1 | 100.0 9
Total 3.9 | 16.3 | 55.3 [17.1 | 7.4 ] 100.0 {258

*¥N = total number of observations used in calculating percentages
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Percentage Distribution of Answers Indicating

Amount and Direction of Change in Personal

Interrelationships and Organizational Processes

Section IIX: Change perceived associated with level of position

Part C: Company Y

Process Variable: PFairness in Assigning Work

Amount and Direction of Change

Total
Level of Much No Much
Position Better |Better |Change | Vorse|Worse | Percent! N*
{ Houxrly 9.k | 19.7 | k2.6 | 22.0 6.3 | 100.0 {127
Foreman/ 7.1 | 23.8 | 52.4 | 14.3 | 2.4 | 100.0| L2

Supervisor
Prof. Staff 2.6 | 35.9 | 48.6 | 10.3 2.6 | 100.0}{ 39

Manager 2.6 | 18.4 | 76.4 | 2.6 | ~--- | 100.0| 38
Other 25.0 | 12.5 | 50.0 | ==~ | 12.5 | 100.0| 8

Total 7.5 | 22.% | 50.4 | 15.L h.3 | 100.0 |25k

*N = total number of cbservations used in calculesting percentages
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Percentage Distribution of Answers Indicating

Amount and Direction of Change in Personal

Interrelationships and Orgenizational Processes

Section III: Change perceived associated with level of position

Part C: Company Y

Process Variable: Reaction tc New BRehavior and Dress

Amount and Direction of Change

Total
Level of Much No Much
Position Better|Better|Change | Worse|Worse |Percent| N*
{ Hourly 12.3 | 19.2 | 31.5 |26.2 | 10.8 | 100.0 | 130
Forema?/ 17.1 | 31.6 | 22.0 |2k.h 4,0} 100.0 | W1
Supervisor

Prof. Staff 17.1 | 4.k | 26.8 7.3 2.4 { 100.0 | k1

Manager 17.5 | bo.0 | 32.5 {10.0 | ---- | 100.0 | kO
Other 22.2 | bh,5 | 22,2 {---- | 11.1 | 100.0 9
Total 14.9 | 29.% | 29.2 |19.5 | 6.9 | 100.0 | 261

*N = total number of observations used in calculating percenteges
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Percentage Distribution of Answers Indicating

Amount and Direction of Chenge in Personal

Interrelationships and Organizstional Processes

Section III: Chenge perceived associested with level of position

Part C: Company Y
Process Variable: Money for Training znd Education
Amount and Direction of Change
Total
Ievel of Much No Much
{ Position Better |Better |Change | Worse Worﬁe Percent| N¥*
) Hourly 29.1 | b1.9 | 22.6 | .o | 2.4 | 100.0 |12k
Foreman/ o
Supervi sor 35.7 | k2.9 | 19.0 2.4 | ---- | 100.0 42
Prof. Staff 28.6 | k5.2 | 23.8 | ---- 2.4 | 100.0 | k2
Manager 30.0 | k7.5 | 20.0 2.5 | ---- | 100.0 | kLo
Other 55.6 | 22.2 | 22,2 |e=== | ---- | 100.0 9
Total 31.1 | bke.8 | 21.8 2.7 1.6 | 100.0 {257

*¥N = total number of observations used in calculeting percenteges
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Percentage Distribution of Answers Indicating

Amount and Direction of Change in Personal

Interrelationships and Organizstional Processes

Section III: Change perceived associated with level of position

Part C: Company Y

Process Varieble: Community Relations

Amount and Direction of Change;: '
' Total

Level of Much No Much

Position Better |Better|Change Worse Worse | Percent; N¥
( Hourly 16.3 | 39.7 | 28.5 | 11,4 | k.1 | 100.0 |123

Foreman/ L A

Supervi sor 30.0 | k0.0 | 22.5 | 5.0 2.5 | 100.0 | ko

Prof. Staff 28.6 h2.9~“”2iiﬁ”’/ 7.1 | ---- | 100.0 | L2

Manager 18.9 | 56.8 | 16.2 - 8.1 | ---- | 100.0 | 37
Other 66.7 | 22.2 | 11,1 | === | === 1 100.0 9
Total 22.7 | 2.2 | 23.0 8.8 2.4 | 100.0 | 251

*¥N = total number of observations used in calculating pe:centages
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Percentage Distribution of Answers Indicating

Amount and Direction of Change in Personal

Interrelationships and Organizational Processes

Section III: Change perceived associated with level of position

Part C: Compsny Y

Process Variable: Setting Pay Rates

Amount and Direction of Change

Total
level of Much No Much
Position Better |Better|Change| Worse|Worse | Percent] N¥*
{ Hourly 6.9 | 28.5 | 50.0 | 10.0 | ‘4.6 | 100.0 {130
gﬁ;:ﬂigéor b7 |21k | 66.7 | 48| 2. | 1000 ke
Prof. Staff 7.1 | 16.7 | 71.k4 4.8 | ---- | 100.0 | 42
Manager 2.5 | 10.0 | 82.5 5.0 | =--- | 100.0 | k0
Other 11.1 | 22.2 | 66.7T | =v== | ===- | 100.0 9
Total 6.1 | 22,4 | 61.6 7.2 2.7 | 100.0 | 263

¥N = total number of observations used in cslculating percentages
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Percentags Distribution of Answers Indicating

Amount and Direction of Change in Personal

Interrelationships and Organizational Processes

Section TII: Change perceived sssociated with level of position

Part C: Company Y

Process Variable: Hiring Practices

Amount and Direction of Change

Totel
Ievel of Much No Much
Position Better {Better|Change | Worsei Worse | Percent| N¥
{ 6 6 |3 4
5 Hourly 2l.l | 20.0 | 10. 20.9 | 11. 100.0 {123
Foreman/ 30.2 | 30.2 | 14.0 [22.3 | 2.3 100.0 | b3
Supervisor

Prof. Staff k2,9 | 26.2 | 21.b 7.1 2.4 | 100.0 | k2

Manager 25.0 | 62.5 | 10.0 2.5 1 ===~ 1 100.0 | kLo
Other 33.2 | 33.3 ] 22.3 {11.1 | ===~ | 100.0 9
Total 27.3 | 32.7 | 13.2 |20.6 6.2 106.0‘ 257

*N = total number of observations used in calculating percentages
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Percentage Distribution of Answers Indicating

Amount and Direction of Change in Personal

Interrelationships and Organizational Proce ~es

Section III: Change perceived associated with level of position

Part C: Company Y

Process Variable: Promotion

Amount and Direction of Change
Totel
Level of Mu. .. No Much
Position Better |Better|Change }Worse|Worse |Percent] N¥
i Hourly 9.2 | 25.5 | 36.9 |e1.5| 6.9 | 100.0 |130
Foreman/ 16.7 | 38.0 | 31.0 |14.3 | ---- | 100.0 | k42
Supervisor
Prof. Staff 9.5 | k2.9 | Lo.5 7.1} ---~ | 100.0 ] L2
Menager 7.5 | 7.5 | Lo.O 5,0 | ---- | 100.0}| Lo
' Other 11.1 | 33.3 | 4.5 |11.1 | ---- | 100.0 9
Total 10.3 | 33.8 | 37.3 }15.2 % 3.4 | 100.0 |263

#N = total number of observstions used in calculating percenteges
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Percentage Distribution of Answers Indicating

Amount and Direction of Chsnge in Personal

Interrelationships and Orgeniuctional Processes

Section ITII: Change perceived associated with level of position

Part C: Compeny Y
Process Variable: Layoff Procescses
Amount end Direction of Change
Toteal
Ievel of Much No Much ;
Position Better |Better |Change| Worse|Worse jPercent| N¥
{ Hourly 11.8 | 15.7 | 48.1 | k.2 | 10.2 | 100.0 |127

Foreman/ 7.0 | 9.3 | 62.8 | 20.9 | =--- | 100.0 | 43
Supervisor
Prof. Staff 9.5 | 2L.h | 7.7 | 214 | ---- 100.0 | k2
Manager 10.0 | 35.0 | 50.0 5.0 | =--- | 100.0 | kO
Other 22.2 | 22.2 | 55.6 | ~=== | ---- | 100.0 9
Total 10.7 { 18.8 | 50.9 | 4.6} 5.0 | 100.0 |261

207

#N = total numbe: of observations used in calculating percentages
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Percentage Distribution of Answer: Indicating

Amount and Direction of Change in Personal

Interrelationships and Crganizational Processes

Section ITI: Change perceived associated with level of position

Part C: Company Y

Process Variable: Red Tape

Amount and Direction of Chenge
Totall

Ievel of Much No Much

Position Ketter |Better{Chenge | Worse|Worse |Percent] N*
- Hourly 1.6 | 12.6 | 62.4 {16.8 | 5.6 | 100.0 |125
: Forema?/ 2.6 |17, | 66.7 {12.8 | --=- | 100.0| 39

Supervisor

Prof. Staff 2.4 | 23.8 | 54,7 |16.7 2.4 1 100.0 | ko

Manager -—-- 1 15.0 { 77.5 7.5 { =---- | 100.0 | LO

Other 12.5 | 12.5 | 50.0 |25.0 | ---- | 10C.0 8

Total 2.0 | 16.1 }| 63.8 {15.0 3.1 | 100.0 {25k

¥N = total number of observations used in celculating percentages

ERIC =58




Lppendix 3
- 250 - ppERELx -

Percentage Distributicn of Answers Indicating

Amount and Direction of Change in Personal

Interrelationships and Organizational Processes

Section ITII: Change perceived associated with level of position

Part C: Company ¥

Process Variable: Grapevine

Amount end Direction of Change
Total

Level of Much No Much

Position Better |Better |Change| Vorse|Worse | Percenty N*
H Hourly 10.6 | 7.3 | 52.9 | 14.6 | 14.6 | 100.0 | 123

Foreman/ 16.7 | 16.7 | b7.5 | 16.7 | 2.4 | 100.0| Lo

Supervisor

Prof. Staff 5.1 | 15.4 | 61.6 | 17.9 | ~--- | 100.0 | 39

Manager 7.7 1 23.1 | 58.9 | 10.3 | -=-- | 100.0 | 29

Other 12.5 | 12.5 | 62.5 | 12.5 | --~- | 100.0 8

Total 104 | 12.7 ; 54.6 | 1k.7 7.6:1 100.0 251

*#N = totak number of observations used in cslculating percentages
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Appendix h

Analyses of Questionnaire Data and Activity Indices

Whenever quantitative data are obtained on personal and social
characteristics, it is necessary to answer the question of their significance
of "factuality'". This includes answering such questions as: Could these
data patterns have come about through chance factors or do these different
patterns of data indicate a real or factuual difference? Vhen we arrange
the data to show associstion between two characteristics, is the association
shown a real or factual association or could it have arisen by the operation
of chance factors?

LilL square is a convenient statistical technique which gives us an
answer (in terms of probsbility) to such questions. In the following
analyses we have used a probability significance lewvel of 0.05 or less as
our measure of reality. In other words, when we uay that the data shows
a significant pattern or relationship, we are saying the probability is
at least 95 out of a 100 that there is & real association or pattern of
relationship. However, when we say that the data shows no significant
association or pattern we are merely saying that the data we have gives
us no basis for any stronger conclusion. Specificslly, we are not saying
that there is no association or pattern but merely that our data does not
indicate it. If it exists, when the data patierns are clearcut, we can
give a positive answer. When the data patterng are not clearcut, we can
only suspend judgement by saying there is no indication cf significance
or reality.

o A

Data from the questiconnaire were analyzed to determine their association
with respondents' activity indices. The activity index (Appendix 2)
measures respondents' conservatism or militency with respect to direct
social action by industry. We are interested, for example, in finding out
whether a respondents' conservatism or militancy is related to the level
of his position. The light that chi square analyses of the data throws
on such questions is discussed below.

Activity Index Analyses

The basic question is whether respoadents who differed in one characteristic
(e.g. perception of change, level of position. ete.) also differed in their
conservatism or militancy with respect to direect soci:l action by industry
(the ' r activity index). Conservatism or militancy were defined in terms of
quant.tative activity indices rather then irplying 2 specific constellation
of attitudes. Thus, "conservative" for purpeses of our analysis means thet
an individual's activity index is in the lower half of the indices when
they are arranged in order of numerical size. "Militent™ correspondingly

means that a person's activity index falls in the upper helf.

Chi square analyses were made comparing the two compsnies overall
with respeet to conservatism or militarcy of respendents. Comperative
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analyses were also made of the divisions within each company.

When the service company and the manufacturing company were compared
overall, the data showed no significant difference between them with
respect to respondents' activity indices. In both companies there was
approximately a 50-50 split between respondents with low (conservative)
activity indices and high (militant) activity indices.

Analysis comparing divisions within each company added to this picture.
Comparison of the units within the service company agreed with the company's
overall n»nattern: approximately a 50-50 split of respondents who were
conservative and militant. Comparison of divisions within the manufacturing
company, however, showed real variation in attitudes among different divisions.
Respondents in Divisions H and J displayed a high proportiocn of conservatives,
61 and T4 percent respectively. Divisions M and T showed only 39 and U3
percent conservative while Division § respondents had only 26 parcent
conservatives.

There was a significant association shown by comparison of different
cultural/racial backgrounds with respect to conservatism and militancy.
This came out of the data from bleck and white respondents. There are no
conclusions with respect to other cultural/racial backgrounds because of
insufficient date. Activity indices of white respondents showed 55 percent
conservative and 45 percent militant with respect to direct social sction
by indmstry. Black respondents, however, were shown as 27 perc¢n® conservative
and 7. vercent militant.

The variation in percentage of conservative and militant was signif-
icantly different according to level of position. Militant orientation
toward direct social action by industry showed a direct increase as the
level of position rose. Hourly Paid respondents showed only Ul percent
militant, Foreman/Supervisor 48 percent, Professional Staff 58 percent,
and Managers 69 percent.

For ten of the twenty organizational processes studied chi square
analysis indicated a significant association between a respondent's conservative
or militant attitude toward direct social action by industry end his perception
of change as well as judgement of change as a benefit or loss. Table 1
summarizes these associations for the ten process varisables.

Listed in the footnote to Table 1 are the ten process variables for
which chi square analysis revealed no such association. However, we emphasize
that this lack of associetion merely says that our dsta did not reveal
any such association between attitude towerd sccial sction and perception
of chanre. We cannot say that such an association does or does not exist;
all we can do is suspend judgement and say that our data is inadequste to
make a definite decision. -

Iooking at the ten process wvariables where the association between
social attitudes and _ ..rception of change was significant, we find some
interesting relations. Table 2 summarize the diferences in percentage
points between conservatives .nd militants for each process variable.
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Table 1

Perception of Change and Attitude Toward Direct Social Acticn

(Percentages for Statistically Significant Variables)

Perception of Change (%)

Process Variables¥*¥ Con* Mil* Con¥* Mil¥ Con* Mil*
Communication 55 76 1k 3 31 21
Teamwork L5 Al 13 & Lo 33
Getting Along with People 56 e 16 5 28 26
Personal Achievement 52 60 & 2 o) 38
Favoritism 21 o7 28 16 51 57
Fairness in Assigning Work 33 39 2k 11 43 50
Hiring Practices hé 76 32 11 22 13
Promotion h3 62 2 5 33 33
Money for Training and Education 68 85 10 1 22 1k
Community Relations €1 72 1 7 25 21

*Con = respondents whose attitudes toward direct social action by industry
were conservative (low activity index)

*Mil = respondents whose attitudes toward direct social action by industry
were militant (high activity index)

#%*This list includes only those process variables where the chi square
analysis indicated that response patterns were significantly associsted
with respondents’' conservative-militant orientation {sctivity index).

Other process variables for which chi square analysis showed no significent

associstion with the activity index were: Productivity, Judging Work,

Concer for Individual Welfare, Talking to Hisher Management, Trust,

Reaction to New Behavior or Dress, Layoff Processes., Setting Pay Rates,

Red Tape and Grapevine.
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FREETEN

Table 2

Percentage Points Difference Between Conservatives

and Militents Who Agree on Their Perception of Change

Percentage Points Difference
Between Conservatives and Militants¥®
Wno Perceived Chanrrs As --

Process Variables Better Worse No Change
Communication 21 - 1l - 10
Teamwork 16 - 7 - Q
Getting Along With Pcople 13 -~ 11 - 2
Personal Achievement 8 -~ 6 - 2
Favoritism 6 - 12 (&
Fairness in Assigning Work 6 - 13 7
Hiring Practices 30 - 21 - 9
Promotion 19 ~ 19 0
Money for Training and Education 17 - Q - 8
Community Relations 11 | - 7 - b

* Militant proportion minus conservative proportion
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Consistently for all ten process variables respondents with militant
attitudes (high activity index) perceived change as better more often than
did respondents with conservative attitudes who agreed with them.

Conversely, the proportion of conservetives who perceived change as
a loss is consistently greater than the proportion of militants who did not
approve of the change. 1In the case of those who perceived change as
benefit, the difference in proportion of conservatives and militants who
saw change as better is most striking for change in Hiring Practices (a
difference of thirty percentage points). Communication and Promotion were
the process variables with the next largest differences between proportions
of conservatives and militants both of whom perceived these processes as
improved. In order of percentage points difference between conservatives
ard militants, the remaining process variables were: Money for Training
and Education, Teamwork, Getting Along with People, Community Relations,
Personal Achievement, Favoritism, and Fairness in Assigning Work.

The pattein or difference between conservetives and militants who
saw the changes as loss was somevwhat different. The difference in percentage
points was not as striking since in most cases there were, of course,
smaller proportions involved. 1In order of difference in percentage points
the process variables were: Hiring, Promotion, Fairness in Assigning Work,
Favoritism, Communication, Getting Along with People, Money for Training
and Education, Teamwork, Community Relations, and Personal Achievement.

Consideration of conservatives snd militants who perceived no change
does not disclose the consistency displayed by those who perceived change
(for the better or worse). Thus, conservatives perceived no chznge more
often than militants in the process variables of: Communication, Teamwork,
Personal Achievement, Hiring Practices, Money for Training and Education,
and Community Relations, Militants were more likely than conservatives
to perceive no change in the process variables of: Getting Along with
People, Favoritism, and Fairness in Assigning Work. On the remaining
process variaeble, Promotion, the proportions of conservatives and militants
perceiving no change were identical.

264



_ 256 - Appendix 5

Description of Sample and Methodology

Questionnaires were obtained from 410 respondents. Of these 398
was the largest number sufficiently complete to use for most data.
Thirty-nine percent (154) of the persons who submitted questionnaires
were also interviewed. The actual percentage interviewed may be slightly
larger since there was occasional misunderstanding of this question.
Persons who received the questionnaire and filled it out before being
in.crviewed had usually indicated they were not interviewed. Some of
these answers may not have been caught and ccrrected by the interviewer.

In the manufacturing company, persons in & division which was not
included in our original sample became interested in the survey and desired
to participate. It was agreed this would provide additional informstion
of value, so questionnaires were obtained from them, but no interviewing
was done in this division.

 The following tables show the distribution of the sample by the
characteri stics of: Years in Company, Cultural/Racial Background, and
Level of Position.

Table 1

Ycars in Company - Characteristics of Sample

Percentages All Companies
Years Co. X Co. ¥ % No.
Less than 1 19 3 8 32
1-5 ko L7 L8 191
6 - 10 15 20 19 7k
11 - 15 7 19 14 59
Over 15 10 1L 11 L2
Total | 100 100 100 398
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Table 2

Cultural /Racial Background - Characteristics of Sample

Percentages All Companies
Backgrocund Co. X Co. Y % No.
White 62 o1 7h 297
Black 31 19 23 91
Other 7 -- 3 1G
Total 100 100 100 398
Table 3

level of Position - Characteristics of Sample

Percentages All Companies
Level Co. X  Co. ¥ 4 No.
Hourly Paid 35 50 45 178
Foreman/Supervisor 20 16 18 70
Professional Staff 17 16 16 64
Manager 11 15 14 55
Other 17 3 7 31
Total 100 100 100 398

As the above tsbles show, the sample included all categories of the
characteristics Years in Company and Level of Position. With respect to
Cultural/Racial Background, the sample includes only a few others than
persons who classified themselves as black or white.

The sample was determined in cooperation with an advisory council
which included representatives of the participating companies. This
council helrad us decide what divisions of each company would be most
likely to previde data relevant to the study. They also assisted us
to obtain the necassary legitimetion of our activities within each company.
Project staff worked with the munagement of each division to establish
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specific types of persons to include in the sample. Participation in
the study was on a voluntary basis but company personnel did an excellent
Jjob in trying to see that all characteristics considered relevant to the
study were reprecented.

Interviews were conducted by the project staff. Some of the interviewers
vere drawn from the staffs of the participsting companies. Thus, in
addition to the full-time staff of the project and outside intervievers,
staff personnel from the service company did interviewing in the manufacturing
company and persons from the manufacturing company (Company Y) carried
out interviews in the service company (Company X).

This use of staff from other companies as interviewers provided
viewpoints from persons experienced in business operations which was of
great value to the study. All interviewers were given appropriate training
in methods and purposes of the study. Of the fourteen persons who did
interviewing seven were black, six white, and one oriental. Two of the
interviewvers were female and the rest male.

The interviews themselves were essentiaily open-ended. After
conversation to reach understanding of the purpose of the study and the
respondent's agreement to participate, the interviewee was encouraged to
describe what events or changes had taken place in the company that he
felt were significant. Respondents' comments were probed to insure
understanding by the interviewer of the respondents' meaning and attitudes.
Respondents were also encouraged to describe specific incidents which
they considered critical or significant or illustrative of particular
processes. When a particular event seemed significant to the interviewer
either because of the central issue it represented and/or because of
general knowledge throughout the company, he might bring it forward
(unless the respondent did himself) as a means of eliciting a spectrum
of reaction to a single issue. No notes were teken during the interview,
but interviewers used tape recorders soon after the interviews to report
the content of interviews so thai a reliable record was made of the data.
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